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INTRODUCTION

' e
a

r

In recent years there has been increasing awareness of the

potential conOribUtion of t.ge behavidral sciences to organiiational

effectiveness and management process. The tremendous body of knowledge

concerning people as well as the causes and effects of their behavior

has fegulted in increased priotity for the compilation and transference

of/existing knowledge and research in form appropriate, to Phose who can

most effectively use it The Improving Teaching Competencies Program
.-

(ITCP) of the Northwest Regional Educationtl Labbratory (NWREL) has
i T

drawn practical knowledge, techniques, behavioral skills and theories

from literature and research to develop theseries of experiential

training systems which make up th'e Providing Organizational Development

Skills tPODS) Program

PODS consists of seven.different workshop experiences:

Research Utilizing Problem Solving (RUPS),

Social Conflict and Negotiative,Problem Solving (NPS)

Interpersonal Communications (IPC)

Interpersonal Influence (INF)

area,b such as "action research" as a planning'and improvement, process,

Preparing Educational Training.Consultanti: Skills
'Training (PETC-I)

4

Preparing Educational Training Consultants: Consulting
(PETC-TI)

l'eparing Educational Training Consultants: Organizational
Development (PETC-kII)

-,

Each instructional system is concerned with a particular process

or processes.61- basic interpersonal" communications.

*See Appendix "A" for a full explanation of these systems.

Iii
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These seven workshop e.;.cperiences have been organized under threq

categories. rigure 1, Category I, focuses on problem so ving; II

focuses on interpersonL'and grOup processes and. -II.' focuses on

4

developing.consultation skills.

'rt

I II

Objective Analysis -Interperson,a1
and Planned Relations

Change

III

Preparing

Educational
Training
Conspltants

Research U61ltziag
Problem Soling

Social Conflict
!and Negotiative
!Problem Solving

Interpersonal
Communications

I Interpersonal
Influence

Skills Training

Consultation .1.

Organizational
Development

Figure I

Categories of Instructional Systems
in the improving Teaching Competencies Program

ag

1

Completion of these seven workshops providejindividuals and

organizations with the opportunity to acquIkre highly sophisticattd

organization development skills.

The basic goal of the PODS program

the knowledge, skills aid sensitivities

is to provide educators with

requiied to organize and

manage educational systems in more relevant, humane, effective and

efficient ways. However, PODS is not an allinclusive program and

does, not eliminate the necessity of other
.

% .

accomplish

these goals. Rather, the PODS experfience provide§ participants with

skills that enable them to assess their own abilities and then select

additional kinds Of training to satisfy their personal and professional
\

7

Not completed--due by December 1976
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desires and needs'. ,VOUS'.reuires approximately 650 hours of trerning

.

ovef a*two.7,..to three-t57.ear;period. During the training, particpants .'
I 14'. A. , 4 31. .

.

continue in -their PUlf-time jobs.
, ,

The eight instructional systems provide behavioral training as.

well as cognitive -learning. .-All include practice, either insimulation

.

or in actual application on zhe job. All are/competency based, includt

' frig cognitive and behavioral assessment as part of the training. In

comparison to,traditional workshop training, these systeMs are in-
.

expensive and ifss diffusable. Expertise, is included in the training -.

,materials. Training in most of the s stems can be%replica d'by a.
140

trainee w6g), has successfully complete Le training.

While a few are intended for self-directed Yearning, Est systems

.are designed for use,ia a workshop setting.. Some 4r, best. conducted

for 30 or 40 hours in 5 tonsecutive days. Otherican be spread out -

over sveral two-day sessons, each a fey weeks apart.' Training

ses*ions are spread out over a p4riod of several months, since the
F

learning is applied in the tt.aineeS' actual work settings.

-.. 1

The training is most effective when taken sequentially. For
a A

example, Preparing Educational Training ConsultantsOraanizational
I

:eveloSnert (PETC-III) is the third in the PETC series. The developers
/ . . A ..e.

feet that for trainees to participate successfully inPE'TC-III, they,

,
.

need the knowledge, skills and sensitivities offered in the other.
,...

\

_,.
,eight systems: Group PrQble-f Soz,v7,ng (67PS), interpersonal Commun1ca-

10
7i07,7-,, e.7,-,f Pesja*Ch Utilizing Problem So17.ing (PUPS), Interversonal

(77/E), Social Con'Lict and :leaotia7:i-Je 'P'robler, Solving

(E:322PS), ?re7,arirr: E4').cationaf. Tr inir.g (771s:titants (2..Et"C-7.):

Preoarija Eductior,a1 Training 'c'onsul,!;arts (P7_^7-7:Y:
04 f

12
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Thl...part of the moilograph,cdn,Cerds the theory underlying,PODS,and

:
the actnal use- of the package. Chapt'et l'pnoyideereadersAbith a brief

review Of orsanj.zattonal development tfeory 4n4 the rationale for PODS
. ^

training.' Chapters 2,"3 end 4predent case studies that describe hoWl,

,PODS was or is being installed in three sites. These chapters also

touch On some of the problems encountired and the, perceived ;affecti"-Qf
S. , . . A

/'

.

the training. Chapter.5 gives a summary and sole conClusions draufn,
, .

.

from the installation experiences.

4
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CHAPTER 1
RATIONALE FOR PROVIDING ORGANIZATIONAL

DEVELOPMENT SKILLS TRAININGA

o

1
It is apparent that conditions in our society are changing

rapidly> The people who run educational organizations must also

change with the times if schoOls are to be a viable component of,our

evolving way of life. As Schmuck and Runkel (October 1971),peint

etit, no school district can remain flexible and adapted to its

current community by preserving one particular structure and process.

As the community changes,the functions of the school must change.

Thus, they elaborate on the desirability of schools institutionalizing

the capability for adaptive change through providing training in__

organizational, development (OD). They suggegt the way to make OD

'continuously available to a school district is through establishing

-

an agency for organizational training inside the district.

It was with this and research froM other behavioral 'scientists

in mind that PODS was developefl. The PODS program promotes the

developmentof a healthy, self-renewing educational organization.

It calls for the training of a team of school staff capable of

serving as internal OD consultants. It ultimate purpose is to

build Into an organization the capacity to d PI with problems internal

acid external to.it.

PODS does not provide specific content for innovation efforts._

It' &les offer.a differential diagnostic and intervexion methodology

for dealing with the processes of change. ,The program, makes available

to an educational organization a core group of trainers, consultants

and specialists committed to helping groups within the organization

14
5



ohtain key social science resources and understandings. The skills

they gain enable them to analyze their own circumstances, determine

,their own goals and select the changes they want-to implement. (See

Appendix A for descriptions of individual instructional Systems that

comprise PODS.)

We recognize that to advocate change is to make t value

statement; in so doing, the questioas of change to What, and change

"..ar

*to from what must be considered. In this chapttr, we address the

change from what question by o?fering a summary of needs, an

explanation of why schools have not-changed and an anlysis ofthe

impact of schoolg upon both students and teachers. Then, folldWing

a summary of basic OD theory, we approach-the/question' of change

tip what by presenting a means by which change"cao...9ccur, through th

utilization of OD techniques that lead to the creation of a cadre

of OD consultant*,

CHANGING'CONDITIONS AND NEAP'

It seems, Unnecessary to make an fttensive case fOr, the need to

imgrove and facilitate planned change eqprts in American elementary
sr

andsecondary schools. The literature of criticism ig vast and

VONI.

varied; its contents run the range of concepts, from strengtheing the

existing system (Conant, 1959) to entirely "deschooling" society

(Illich, 1970; Reimer, 1971). Interspersed between these two

positions, but not necessarily in any linear order, is a rather

formidable and diversified arrary of strategies, from the popular

writings represented by Kozol (1967, 1972), Goodman (1960) and

6
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Holt, (1964, 1969) to the perhaps less widely known efforts of
6

Callahan (19,e;), Strom (1975) and Gattegno (1971).
1.

The cesponses to the need for school change have been as varied as

the criticisms;%themselves. They are epitomized by the press .for account
.-

ability, the tinkering with new organiztianal patteins such as

administrative-decentralization, the movement toward alternative and

optioial public shoe/ls, and the stress upon curriculum reform.-

Society in the past needed individuals who could fits its

relatively fixed roles and organizations. However, the need now is

for individuals who can move in and'out of roles, create new ones,

operate organizations with flexible and changing objectives, and

Utilize new kinds of resources. Society needs people who can retrieve

and use changing knowledge to. deal with evolving issues and problems.

In short, it needs people who can move in and out of relationships

it
Without losing,the hunian meanings of relating.

1,6,

In the edudational arena, -.experimentation and research are

producing new kinds of curriculum and instructional approaches,. It .

is becoming inCreasintly feasible to utilize multiple teaching resources

that guarantee learner outcomes, Teachers need, opportunities to ,learn

both classroom problem solving procedures which utilize objective

knowledke, and systematic. analysis procedures to plan'andachleYe

improvement, goals with predictable success. All educatoYs should be

provided with training'in applying the scientific method to,managing

change efforts. At the same time, .the abilities to negotiate for the

desired educational improvement criteria and to use creative problem

solving behaviors are needed'

7
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Finally, there is a need for selected educators to master processes

which facilitate teaching by iMproving he organizational functioning,

of schools. In a world, of continuously Increasing rates of change,

the formai educational system must accept responsibililty for preparing

citizens who can cope 'with, contribute to, and determine the feasibility

of various change processes.,

The past,tvo decades have witnessed millions of dollarrs

Countless hours devoted, words upon words written and read, and untold

human energ],ps expended, on change and education. Yet the vast majority

of American elementary and secondary schools remain relatively unaffected

and' imperV,ious to change (Newell, 1973). It is on this that attention

/now focUses.

Schools' Impeiviousness to Change

Comp e lling reasons for the lack of change c4r be drawnfrom three

categories: a) an analysis of the major assepmentnsed to determine

school effectiveness, b) consideration of an'unexamined pragmatic
e

_
- ,

ti

approach to change, and c) the failure to consider structural problems

souras,the major sour e of resistance.
.

_
.

A growing bo y of research findings strongly suggests,that the

most significant factors associated with achievement learning are not

associated with schooling. A glimpse of the possibility that pedagogy

has little to do with student outcomes was provided by Gage's (1963)

encyclopedic research findings on teacher effectiveness.

Operating from a Much broader base, Coleman's now classic study;

Equality Educational Opportunity (1966), reported that very little of

what a school has or dbes is attributable to student achievement. In

fact, learning appears -to be a factor ipf such student characteristics

8
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as socioeconomic class and home environment. Avenich's (1972) compre-

hensive analysis of educational research summarizes the,Current.sitgation'

situation: .Research has not identified a variant of the existing system

that is consistently related to student educatiorial outcomes.

Turning to the'second source of imperviousness to change, several

writers concentrate orl, the unexamined piagmaticnature of schools'

. approaches to change. Stewart (1975), for example, uses the term

"precticalism"- to describe an "overwhelming" emphasis,dgon "efficiency,

product,.penformance,,achievement, immediate results, concrete thinking,

orderliness,and control." Rist (1972) notes that unexamined,pragmatism

finds cause in a aisplacl problem identification, wherein the'school

sees, its,difficulties as oulsideitself. He labels this an "external'

social forces" model. Since-the difficulties are viewed as external,

the school must 'do what it''can to adjust in 'the face of adversity,"

but can have littfe effect on such forces.. 4

Thus, the school's response tends toward more unexamined pragma-

tism, more blackboards,- more social workes.8 smaller classrooms and

more testing. Channeling change efforts to, such a narrow "efficiency

,practicalism" produces a. mechanistic, superficial task-oviented'educa-
,

tional system;,>examination of More crucial and profound issues,is lost.

In Silberman's (1970) terms, a mindlessness is The result

is a failure to think seriously about the purposes or consequences of

ed4Cation.

The third category, structural problems within the schools, is

cited by other researchers ase;:he cause for the lack of change. Katz

4
(1971) pinpoints the bureaucratic structure of the schools, which, in

spite of,vasi rhetotic, has remained bascially unaltered for the past

\ 9



a

cencUrv. Suchibtfeaucraty reflects. and reinforces biases based on
...

. ,

social and economic class. Thus, those who contrOthe system have

little to gain by altering it.

Argyris (1962, page 43) provides a graphic model of bureaucratic

organizations such as schools, and their-effects on people. He shows

-
the purported value system, i.e., bureaucratic values, which dominates

most modern co lex organizations:

...Bureaucratic values tend to stress the rational,
exclusively task-oriented aspects of work and to
ignore the human factors which relate to the
task and which, if ignored, tend to,reduce organi-
zational:effeotiNzene'ss.

-These values are basically impersonal and task orieg.tikr-, and deny

humanistic and democratic values. They lead tq shallow and mistrustful

relationships that are nonau'thentic and basically incomplete, in that

they do not perbit the natural and free expression of feelings.

Carlson (1965) finds another major structural barrier to change,

.

in the "domestication" gf public schools. DoMestication means thaethe

school, as a service agency, Inust accept all clients, and clients must

accept the school's services. Thus, the school§ are not compelled tol

attendtoalltheordi-narii and usual needs of an organization. For
N".

-
example, there is no need to' compete for clients and, therefore,

existence of the institution is guaranteed. '.411i1,., there is some

compe4tion for"funds, funds are not closely tied to perfumance.

Miles (965) takes the structural approach a step further, and
At a

offers-a theoreti41 notion of "organizational health" which he applies

to educational organizations. He delineates several structural proper-

1

ties which he believes contribute to tie general "ill health" of

educational-systems. These include goal ambiguity, communication

10 -
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inadequay, power inequit,, dow interdependency, vulnerability, role

performance invisibility, and adaptation and problem solving inadequacy.
/

These three areas, then, provide'a working analysis to explain the

persistence of4'educational status quo. However, the general lackof

',.substantive change does not mean that schools do not have effects upon

their participants, that change cannot happen, or that positive means

of effecting change are not available. Schools do have an impact on

people, change is possible and effective processes doexist.

Impact of School Upon Its Participants

While the studies previously cit,,ed indicated little s;hool impact,

upon student achievement,it.would he erroneous to conclude that

students are unaffected by the school. What might be occurring, as
-

11.
Stephens (1967) suggests, .is that the.schools have a remarkably unifort

effect upon Students' learning. The Coleman Report measured only

learning that took place in purely traditional settings. Since.most

educational setttings are traditional, the Chances of finding significant

school differences were minimal.

4?

The dangers in not going beyond the student characteristic Social

Economic Status (SES).thesis are at least twofold. First, an academic

bias is created. The standard measures used to ascertain academic

outcomes have been primarily achievement tests in reading, writing, -

math and problem Solving. While these academic content areas are

manifestly necessary, they are hardly sufficient to define an "educated

.tperson." Averich (19721 _indicates the data compiled by researches are:

at best, crude measures of what really happens iniSchools; research

efforts-tW focus on ...noncognitiZe 'and social Dutcomes are sparse and

11
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largely inconc usive, Therefore, emphAis upon standard achievement

tests leads to a myopic view of.the purpose of schools.

Moreover, if the schools wish to cliam,as their responsibility the

human development of students, then far more than basic skillsipAt be,

considered. Basic skills competency is not the same as cognitive

development, any more, than cognitive deVelopment is human development.

This is not to infer that if urge scale s,tudies such as the Coleman

Report were conducted to ascertain the effects of schools dPon'human

development, major difference would be found. What this does su est

is the need for a reconceptualization of the school's responsibijlity '

for human development.

The second danger in narrowly construing the findings that academic.

,achievement is relatively unaffected by school variables lies in contribu

ting to the growth of a dysfunctional educational myth. Bradford and

,Harvey'(1972) define an organizational myth as"an illfounded and

)

untested belief which powerfully affects the way in which organization

AteMbers bghave and respond," -In schools, the myth is twofold: (a) the

students are the source of difficulty; and (b) real change is not

possible.

, The process of myth ntaki is apt to occur in the following manner.

The relatively rigid bureaucratic nature and existing organizational

patterns'of educational systems prevent the full development of educators-

in terms of needs gratification, goal achievement, and realization of

potential. The blocking of development produces psychologicallitress,

which very often is directed in Ithe form of aggression or ho.4'tility

9
toward a near Or vulnerable target, In schools, the nearest targets,

the most vulnerable individuals, are the students; they begrime the,

12
21
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1

objects of displacement of egression and hostility. In describing the
4

\process, Holt (1964, page 154) borrows from'Edmond_Taylor's Richer by

Asia, the term "sahib sickness," which, when ascribed to education is:

...a conviction that the peoplewyou once set out
to help cannot be helped; ate in fact not worth
helping and that many frustrations and resentments
teachers feel in their work and their lives should
eventually turn into active contempt and hatted of
the children they are supposedly trying_to teach..

When a narrow and superficial analysis of classic research findings .1.5

added to the situation, it can only serve to,reinforce the displacement

process. Thisgives rise to the first aspect of the myth.
0

The second part of the myth grows from the circular proCess implied

in the first, and mahifests itself in perceived impotency. The bureau
,

cracy mitigates against the potential of teachers as people. This

produces, frustration which is directed against vulnerable students.

If students do not change when the schodl is shown "by research" to

have little effect anyway, the result is an 'increased sense of impoetency.

This produces tension, which is reflected in such statements as, "I

don't feel very influential around here." The dissatisfaCtion is then

strongly displaced upon the students.

It should be stated quite emphatically that many aincere, devoted.

and humanistic teachers who do attempt ge, are frustrated by the

lack of effeCt, yet do not blame students. Their recourse has been to

leave the system, or to carve out enclaves of at least minimal autonomy

in alternative schools, a counse4ng office or a "new and exciting

curriculum." Yet, their very actions indicate that they too, are

affected by the myth, not in terms of displacement of aggression but

in terms of remedy. The recent wave of reform, no !tatter how humanly

13
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oriented, tends to conceptualize the problem as somehow changing the

student by better Counseling or humanistic classrooms.

The point is not a lajkof interest in student change, for that

is the purpose of education. 'The issue ig that by focusing upon the

student as the barrier to change, a problem identification set is

created which,preventexamination of real causes. Therefore, the

power"of the myth, beyond its debilitating psychological impact upon

students, is pervasive. It hides the real culprit=the bureaucratic

rigidity and closed nature of most schools 6 terms of organizational '

'patterns, structures and norms.

What all of this suggests is that in order to bring about meaning

ful change in the direction_of human development, there must be

substantial alterAtion in current public educational organizations.

The schools can make a difference, but only under certain conditions.

One Of these conditions is to reconceptualize the fundamental purpose

of formal education; it is to suggest strongly that the aim of education

mist first be considered prior to offering more precise targets and

means of change. Or, to say it a bit differently, the endinview of.

Dewey (Arc ambault, 1964) must be known in order for there to be some

sense of t e means to employ.
4

But Eisen under the best of school conditions, an appropriate and

Ai
.farreething strategy for implementing changesis frequently missing.

As stated earlier, the creation of PODS has been an attempt to provide

educators with the creative, comprehensive skills needed to make

innovations wL-k. 'Since PODS is a coalec;.ion of training systems

based on organizational development concepts, it might be helpful to

review some OD basics. The following sectivn is a summary of the most

re/event OD *concepts,
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,ORGANIZ,ATIONAL DEVELOPMENT

This section is divided into three parts. The first defines the

concept of organizational development (OD). The second offers a model

of the process of organizational development, and applies the model to

a theory ol organizational cultural change. The focus of the third

'section is on change efforts that have shown the use of°0D technology

.,in public schools.

The Concept of Organizational,Development

Organizational development is defined as a "planned and sustained

effort to apply behavioral science for systems' improvement using

reflexive, self-analytic methods" (Miles and Schmuck, 1971, pages 11-36).

Miles (1965) employs the'term "organization-health," meaning that an

organization which functions effectively and continually develops into

a more fully funCtioning system. ,peckhard(1969) defines it as a planned

process of cultutal change utilizing behavioral science knowledge as a

base for intervention aimed at increasing the,organintion's health and

effectiveness.- The focus is.upon both the organization and individual.

Specgically, it relates to the indi,vidual's growth within an organi-

zation, how he/she relates to his/her own work group and how the group

interfaces with other gr,oups in the organization.

Underlying an OD effort are fundamental value premises or assump-

tions. Drawing upon'the works df Douglas(McGregor, the team of

Tannenbaum and David (1972, pages 11-24) list 13 assumptions concerning

human behavior which are integral to any,OD effort. the assdtiptions
-

are pjased to reflect movement from older to new, emergent conceptions.

15
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The movement is away from: ;

1. A view of people as essentially bad, toward a
view of them as basically good

2.. Avoidance or negative evaluation of individuals,
toward confirming them as human beings

3. A view of individuals as fixed, toward confirming
them as human beings

4. Resisting and fearing individual differences,
toward .accepting and utilizing them

5. Utilizing individuals primarily with reference
to their job descriptions, toward viewing them
as whole persOns

. Cutting off the expression of feelings, toward
making possible both appropriate expression and
effective use

7. Marksmanship and,game-playing, toward authentic
ghavior

8. Use of status for maintaining power and personal
prestige, toward use of status for organization-
ally relevant purposes

9.. Distrusting people, toward trusting them

10. Avoiding facing-others with relevant data, toward
making appropriate confrontations

11. Avoidance of risk-taking, toward willingness to
risk

12. A, view of process work as being,unproductive.

13. A primarily emphasis on competition, toward a much
gre&ter emphasis on collaboration

These values are not necessarrly scientifically derived or new. In

-addition, they are not meant to be considered as absolutes. Rather,

they are directions toward which some organizations and their members

are moving.

A growing body of literature reports behavioral science findings

which offer experimental support for such value assumpttons. ,It is

16
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from these that-Crofte,(1964, page,43) delinAtes certain objectives
.

.'
.

of an OD progr ,:

1. To cr to 'an open, proble* solving climate

2. To supplement role status authoH.ty with knowledge-
competence authority

3. To build trust amongindividuals,and groups

4. To maximize collaborative effort

5. To increase a sense of ownership of objectives

6. To increase self-control and direction for people

Thus, the value pretises inherent in this definition of organiza-

tional development seem congruent, albeit 441Elicit,_wi_th-the-tiCitIon

reconceptualizing schooL goals in terms of human development and social

commitment. Needed now is an understanding of the pocess by which the

value-definition concept can ibe implemented, and the relationship of

that process to cultural change.

Orsanizational Development Process/Cultural Change

Buchanan (1967, page 3) offers four dimensions or components that

exist within any OD effort. These are,"process overlays"

reference against which sptcitic strategies are to be viewed:

frames of

1. Ownership. A process by which members of the organi-
zation determine what is best for themselves. This
requires that the manner in which an organization
"should" function is also determined by the members
of the orgihizaidn. Members must have both the
opportunity and freedom required to devise mutually
satisfactory processes.

2. Development. An emphasis upon "self'-renewal," such
that the organization continuously adapts to a

changing environment as well as internal forces.
The organization develops processes, norms, proce-
dures and members skills required for continuous'

adaptation and optimal fulfillment cif its goals.

20 . 17
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Organization Emphasis. A focus upon the entire
unit rather.than individuals within the organi-
zation. Individual '!.t-raining", does occur, but

only in the context of the organization.

4. Assfatan6e. Usually requiied from consultant
or facilitators. The consultants are "...special

" and,temporary membps of the problex4 s- olving
-group who use their expertness only 'secondarily
as -the basis of their.influence."

ihe values, objectives and distirwishing characteristics of- the OD

process then provides a ground for the basic strategy by which anOD

effort

A ba,sic,OD strategy is a four-part model: data collection and

sharing, diagnosis, intervention and evaluation. These parts are

summarized below.

-

18

1. Data Collection. :this is the collection of
information about the organization's function -
ing, and begins the self-rassessment process.
It provides a basis for better understanding 4

by the orgapization of its own processes. It

is also an intervention into the system, for as
data begins to-be collected, that act ijielf
is apt t,o have change consequences.

Data collected can include-information about
the culture of the organization, the norms and

,values of work groups, roles, the feelings and
attitudes of people about theAorganization,
decision making conflicts, Andthe effects of
'such faOtors as power, leade ship, influence
*.#nd status. f011eCtion tec goes can include
questionnaires, interviews an 'observation.

opccollected and put into understandable
s, the information is shared with members

of the organization. These data are.the basis.
O . for the-next step. 's

2. Diagnosis. This involyep -termining the way
things are operating, in amic terms. .,Feeding
hack'information to appropriate members of the
organization is a way to facilitate diagn6sis..'
Diagnosis enables members to make explicit .-.
unstated'events and, feelings. It helps the
organizatiOn look at its own baliavior.and ,.
begin to decide on appropriate ourses of action.

if
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Crucial to the diagnosis is the involvement in

1 the process of the organization's members. yhen'
information is Made public, its interpretation

. is "owned" by those frOM felhom,it was gathered.
Thi are-the ones who wrestle,with the impli-
cations for the organization's health and they
are the ones who become increasingly responsible
for: defining problems and setting priorities.

With-this joint action planning; the diagnosis
has provided a basis for designing educational
eiperiences or interventions'which deal with
tfie identified problems.

3. Interventions. The purpose of an intervention
is to-resolve probleps and increase the organi-
zations effectiveness. Once an 'intervention
has been made, there remains the final step
of evaluation.

4. Evaluation. This is discussed by, Buchanan
(1967, page 2) as the process by whiCh the

.

organizationcontinuously looks at the ,results
gf the intervention or interventions. It, is

not a "final" step, but rather a means of
reassessing programs and modifying the diagnosis,.,
objectives,'plans and actions taken, in lkght '
of evaluation findings.

1-

.

The four-part strategy with its attending processes of ownership,

development, organization emphasis and assistance, is then applied to

bring about cultural change.

In order to understand how cultural change occurs, it is useful

to conceive of an educational_ organizatioc. as having three distinct
4

yet interrelateecOmponents. Ong,.the managerial!, includes such
A

lisppra. cues as management'by objectives, formal organizational patterns,

of.

role definitions and formal authbrity structures. .The second, or

technological, consists of such aspects asiFeaching methods and curricula

as well as phyaical plant and facilities. The cultural, or third

component,.referg to the organizatiOn"s.habitual ways,of proceeding --
..

decision making and communication procthsesmeans of resolving walict, "'

authority relationships, and its basic value assumptions about how

AP'
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resources, management and technology are applied to the achievement of

its goals.

When the three components are afforded equal emphasis and thrust

the organization can beipid to be in equilibriUm, and the chances for
4.

developing openness, optimum selfrenewal and health are high. Histori

cally, innovations (or interventions) have been concentrated in
..,-

technology (new teaching methods, new curricula) or, more recently, in

management (accountability, decentralization? community involvement),

at the expense of the obilture Thus, to redress the imbalance requires

emphasis upon the oulture.

Illustrative Organizational Development Efforts

OD has been used extensively in such settings as-private business,

the military and other governmental agencies. Its use in schools is a
...

relatively new development, and the literature on such use remains

limited. However, there are. sufficient data to suggest that it can

be effective. 'In this portion_of the discussion, four studies are

cited to report on the use of OD as a school treatment:

In the first study; 3chmuok (1964, pages 31-39) compared three

gioups of teachers. The 20 members of Group A participated in seven

, activities: (a) sensitivity training and relat-ed human relations

oratory experiences; (b) didietic discussions on, basic research about

classioom group processes;.(c) problem solving techniques for improving

group processes; (d) analysis of diagnostic data from the teacher's; own

clask.00ms;(e) discussion about useful classroom practices; (f) role.
,

. .

play tryouts of new classroom, practices; and (g) fokloWup discussions

during the school year. Group B's 2Q OattiCipants engaged in all but

,10
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the senleitivity-training and role play activities. -Croup C consisted

of 10 members, who received no special treatment, and served as the

control group.

Overall results indicated-that members of Group A and their

students iade more poeitive changes in groUp process skills than'did

those of Groups B and C; Group B was more improved than Group C.

Specific differences displayed by Group A included greater espirit de

corrs and innovation, increased openness-of clasSroom communication

among students and between students and teacher, greater, student

participgtion in classroom decisions (rules and regulations), and

increases in student sense of perceived influence and perceived fr5nd-

ship status.

The second design, conducted by Schmuck, Runkel'and Langmeyer

(1971, page 54), concentrated on attempting to influence school organi

zational processes in general. The besign was a six-day laboratory

held.'prio t.o the opening -of'sehool,, and several followVp training

sessions during the, school year. The 54 participants included

classified staff. Interventions consisted of: (a) small group

exercises; (b) communications clarity exercises, involving listening,

talking, nonverbal communication, giving and red4iving feedback about'

behavior, and learning a problem solving sequence; and (c) working on;

real issues that were thwarting the functioning of the schools.

Results (pages1t6-57) of this OD effort showed:

1. Teachers applying techniques learned4in the
lab to their ,own classroom, even though slich
practice was not part of the original p Oject
design

er

St

2. A reduction of distrust and increased collabor-
. ation among the faculty
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,

1,
,

3.' Movement of a preViously existing.Principgl's
-Advisory Committee from a merely advisory grog

-.

to a representative decision-making senate

4. A redaction in teacher-initiated resignations

5. Improved interpersonal relationships between

the principal and staff-

6. Establishment of a new Vice-President for
Cut'riculum, whose role was to become a
consultant on interpersonal relationships
to task groups within the schools

In the third study, Schmuck's finding that an_OD effort-has-"spill

over" effect in the classroom was examAed7further by Bigelow (1971,

pages 71785). As part of.a major project,-OD trainers introduced the,

42 faculty members at a junior high school to verbal combunication

skills and group problem solving sequences over a period of one month.

The training was-rtlated to tasks of concern to the participants. At

no tine did the trainers mention the pbssible appliCition of ihe.train-,

ing to the'classroom, although the teachers themselves did occasionally

discuss the potential for classroom use.

Flanders Intergcst.ion Analysts.(to determine changes in classroom

interactive patterns and teachers' verbal be,h4Gior) and Schmuck's

Classrbom Life Survey (to determine changes in student attitudes toward

the class in general, the'teacher and other students in the class)

were given in a.classic pre-post treatment design. Bigelow (1971,

page 83) reports the evidence from both instruments indica;04-a

L

positive,impact intht classroom. OD trained teachers did move to more

Integrative contacts with their students; teachers' behavior had a

meritorious effect upon cldissroom climate; and students' peer group

relations improved.
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The fourth and final sttdy was conducted by Fosm ire, Keutzer,

and Diller (1971). They attempted' to assessthe effects of organi-

bational training upon the establishment of a new high sch terms
.

of event behavior, social climate and system effeettv The infer-
.

vention consisted of a two ,reek summer ladoratory.ri he f4.rst week

emphasized skill building in...communications, int rpersonal openness and

fVPst, team bending, grip problem solving,-feeAack giving, and
sr-

.

t

-receiving, and general group.process. OrganIzolonal development was

_the focti4 of-the second'week, during,which parOeMpants became a "work

group' Whose task was to: deal with actual'. Protil s encountered in the

wort` setting. During the' school year, the trainers engaged in followup

activities.

,

Two measurements Were used: (a) the Situation Prediction Question-

-naire, which appraises the factors of candor,'peceptivity, initiation!'

risk,-conflict acceptance, and security among staff; and (b) the 416

'Environmental Description Questionnaire which-assesses the expectations

and'preferences of students regarding various aspects of school life.

The authors compared the responses of OD trained teachers and

their students with responses from a control school: .Results from the

Situation Predictifon Questionnaire- indicated that OD teachers signifi--

cantly changed with respect 'to candor, conflict, acceptance and

security. They approached significant results with receptivity, but

demonstrated no differences in initiation/risk. Their students'

responses on' the Envirimmental Description Questionnaire indicated

the creation of a climate of openness and responsibility from which

tine student4$responded in both classroom and unsupervised areas.

Fosmire and his associates cbncluded that an organizational development
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intervention in a new senior high does have a positive effect'Opon both

. e
faculty and students.

The gains d9.cumehted in these four studies were primarily in the

cultural domain. Moreover, their achievement involved,the use of

outside, trained and experienced consultants as the catalysts. Yet in

a period of shrinking budgets and school populations, the continual

utilization of external consultants cannot be stiffed. What seems

viable, given the research conclusions and OD f.orts cited, is the

development of a cadre of internal specialists charged with the

responsibility of planned change directed yward reconceptualized goals

of education. It is to the training and the means of cadre development

that this discussion now turns:

TRAINING OF TEAMS FOR EFFECTIVE CHANGE EFFORTS

InnovatiOns will aid learners only to the extent that innovations.

are adapted and implemented with quality at the local level. Structural

and normative changes in an organization are usually needed to ensure

quality implementation and maintenance of innovations. Without this

support, innovations are usually rejected or isolated within limited

parts of the organization. 11,16DS was designed to provide the means for

building and maintaining such support.

A strategy and process for building internal change and support

capabiXes is proposed by Arends and Phelps (1972), who suggest that

hang a cadre of OD specialists "provide e special kind of help for

educators, parents, and students\in school districts." Such a cadre

performs a variety of services for the school district. This helps

facilitates organizational processes, and aids educators in increasing

2
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their competencies to carry out their programs together. Formation of

a team of online ODLspecialists is the major tt-lrust of the PODS program.

The argument for providing online managers with OD skills grew

out of the five essential conditions necessary for OD to be successful

in any organization. As stated by Foltz, Htrvey, and McLaughlin (1974,

page 183), those conditions are that the change strategy:

1. Must respond directly to important organizational
problems

O
2. Must be governed by a comprehensive theory which_

has utility for jblving those problems

J. Involve the authentic use of power bS', all managers
in the organization

4. Must be an extensian of the chief executive offior

5. Must be supported by a staff of OD specialists
competent to provide "consultation" assistance as
needed

Certain assumptions are made in the POYS_training regarding- the

effective development and implementation ofa a successful OD effort.

These are:

1. Line managers are basically responsible for OD, and
for implementing the effort Tifthin -the limits of
their functional responsibilities. .0D speialists
are not primarily responsible.gor the direChip or
implementationof OD activities.

2. Every line manager is accountable for OD as a major
element of his/her job. That accountability starts
with the chief executive officer and continues through

_
out the organization.

3. The higher a manager is in the organizational hierarchy,
the greater the emphasis bn his/her OD accountabilities
relative to other accountabilities. '

4 The effectiveness ilath which a manager discharges his/
her OD accountabilities is a major factor both in the
evaluation of his /her 'performance and in the determ
ination of his/her companions.

3 4
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5. A major part of a line manager's job is to teach his/
her subordinates to manage. A major part of.manage-
ment is OD. It is imperative that line managers teach
their subordinates the content of the OD effort, its
underlying assumptions, and the procesSes required to
implement it.

I

6. 'Goal-setting provides the meansor givintA systematic, .

organization-wide direction to the OD process.

7. OD theory is not static; it must be revised to meet
changing conditions and to respond to. feedback concern-
ing results.

8. The job of the cadre of OD specialists is to assist
line managers in implementing their.OD accountabilities.

If the'OD effort is not directly relevant-to solving problems

which" are important to line managers, then the 'successsof the OD

effort will probably be negligible. Since linNianagers are the ones

'making 'the day-to-day decisions as changes are being implemented anti

new norms developed, they must understand the theory behind the

strategy being implemented. Classroom teachers can also benefit from

participating, in some of the PODS components. Those classroom teachers

desiring to complete-all seven workshops constituting PODS will no
.1

.

doubt want to examine the payoffs of such an effort if the intent is

to remain a classroom teacher.

The designers and developers of PODS believe -if a sehool'system

has enough people with OD competencies, the growth and,dgvelopment of

that organization into one that is self-renewing and healthy can be

facilitated. The 'extent to which PODS graduates acquire the competen-

cies expected clof an OD specialist or a sophisticated online manager

depends on a number of variables. These include opportunities tp use

the skills in their_regular jobs or to condtict workshops shortly after

receiving the training, consulting opportunities, the legitimizing of

new roles, support from administration and past experiences.

26
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As the case studies in the fallowing three chapters show, P0115.4sti1/4

proving to be an, effective process in providing the skills to online

managers and others who aspire to become intethal or external consul-

tanls to a school district. We feel with Bennis (1969, page 82) that

"organization development is one of the few educational programs we

know of that has the potential to create institutions vital enough to

cope with the unparalleled change ahead in education."
'

:3
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CHAPTER 2: IMPL4ENTATION OF PODS AT
PACIFIA UNIFIED SCHOOL DISTRICT

Pacifica Unified School District serves a West Coast suburban

community located about 50 miles south of a major metropolitan area.

Most of its 26,000 students are from white, relatively wealthy families.

PacificalUnifie4 School District'includes four high schools, a continua-

tion school and several intermediate and elementary schools. The district

is highly decentralized;'Major issues such as budget, staffing, curricula,

and-staff development alp4raining are handled primarily at the school

, site level. Thus, managers have a great deal of 'autonomy and

/-
discretion in the management of their own schools. It is within this

context of administrative decentralization that the implementation of

Preparing Organizational Development Specialists (PODS) began and continues.

INITIAL CONTACT

During the summer of 1973, an Assistant Principal for Curriculum

Planning and Development at Pacific Harbor High School attended a

field.test session of Preparing Educational Training Consultants-I:

,:kips Training. ,Believing that the PODS system would be very appropriate

for the district, this administrator arranged a series of meetings

between a representative of the Northwest Regional Educational Laboratory

and Pacifica Unified School District's Associate Superintendent for

Research and Development. The meetings continued over a period of eight

months; at one point, the Northwest,Regional Educational Laboratory's

representative met with the entire district management team.

The meetings were useful, in the sense that they created an

awareness of the content and availability of the PODS materials. They

were not.particularly productive, however, due'to the nature of the

29



organization within the district. Since the norm of Pacifica Unified

School District is decentralization (i.e., autonomous schools), no one

*
at the district level was willing to assume direct responsibility for

implementation. The one meeting with the management team, which included

district personnel and all school.site managers, was not sufficient for

the creation of a new norm'Of staff development in the PODS mode.

The decentralized structureof Pacifica Unified. School District

and the management team's lack of understanding or interest in PODS,

suggested a theoretical question arouhd.implementation. Given the

elements of organizational structure noted in Chapter 1, Pacifica Unified

School District tight actually be divided into two districts: the

central district and the onsite district. Data collected during the initial

phases of OD work in the district supported this theory. . According to

the data, the'central district, while demonstrating some openriks1 'and

creativity, probably remains mostly autonomous add' existential. While'

some independence is evideflt at the onsite_level, individual schools

tend toward dependence and a closed environment.

By definition, an attempt to implement-PODS at the central district

level would.have little chance of success. With a presentation of PODS

at a combined centralonsite district meeting, the "onslters" would wait

for the "central districters" to make a decision; the existential

"central districters" would wait for site managers to "do their thing;"

and consequently nothing would happen.

While the above is only assumption, it is evertheless true that

after the fall of 1974, it was clear that had little chance of being

successfully implemented either at the district level or from district

initiative. However, PODS was still alive for 4.11 Assistant Principal

30
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who attended the ConsuZ.tanT;s-f : Skills
4

, workshop': He began to implement PODS at Pacific Harbor

High School during the 1974-75 school year.

t'W

It would be less than honest to suggest that the Pacific Harbor
a

High School implementationgrew from a long term, precisely designed

plan. Rather,.the current use of PODS is the result of various'orgair.

iza4tional development efforts that occurred over a period of approximately

six years. The following, section of tbis cast study is an attempt to

place the PODS program in perspective with some of these previous OD.'

activities.

s-

ORGANIZATIONAL DEVELOPMENT EFFORTS:
PACIFIC HARBOR HIGH SCHOOL

The QD attempts at Pacific Harbor High School, while thoroughly -
0

discussed and designed prior to implementation, were not part of a

coherent, school-wide planned change effOrt. Rather, they were specific,

usually isolated, attempts that used the theory and technology rins"

organizational development- --to deal with problems rising from th complex

functioning of a large suburban school.

In retrospect, therhrusts were largely reactive pieces located

somewhat geographically adjacent within the larger, uncompleted Pacific

Harbor High School organizational development mosaic. Yet these some-

what piecemeal beginningi were probably necessary starting points, and

it was frOm them that a more school-wide,. systematic planned change

effort could begin. The'new procedures hopefully will become proactiVe

and result in the ongoing development of the potentially creative, open

and interdependent Pacific Harbor High School, organization,-

3:1
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Based upon, the model explained ,in Chapter 1, pages)18 and 19, the

efforts Of the'school have been concentrated largely in technologicfl

and managerial ,functions. The technology, is high thrust-. The school

has piloted three national curriculum projects, and has several active,

local curriculum development programs- It boasts exemplary athletic
1

programs, a funded EStA Title III Work Experience Project, and strong'
a

support services in terms ofverstnn el and equipment. Management

.

goo

strength is exempli4ed by a decentralized structure in which department

cha ?rs and coadminiqtrators'have a great deal of autonomy and independence.
$k

In addition, there is a broadly based Principal's Advisory Council.
4

Teachers are allowed a high degree of academic and methodological

freedomnd thee is ah ongoing needs assessment and goals search

. di
procedure.

Initial Strategy and Diagnosis

An early diagnosis, supported at ,least partially by subsequent

hard data, inai4ted that PaciAc Harbor High'School's technological
.

,

- 1 , - ,

and management 4trengths had not been matched_in the cultural dimension.i. . .*!, .

Organizational lievelopment' therefore ,, was vihwed as a means througe

which a decent alized management approach and innovative educational

programs could I 1:4 balanced. Such balance was to'be achieved by

lkisimultaneouhli changing improving the organi.iational culture in
.

which managellent and technology functlon.
C")

Jew.

The ial OD strategy, as implemented by the assistant,principal,

involv41 riwary procedures:
- .

. ,

1. ne creation of an internal consultant administratiVe
ole at thg assistant principal level. This is a staff
osition, evolving from an emphasis on curriculums assistance

"(technololical) to an emphasis On cultural assistance to ..___,
,/

A

'clients wnhin the'school _community. The cultural assistance
includes diagnosis, self-assessmev, planning, process

Jevaluations,4ttam development and conflict resolution.

It)
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,The position, titled Assistant Piincipal, Curriculum and

.

Oleizatiomal Development, is unique, VI that the internal
consultant has a great deal of pi=ofessional'latitude and
ailtonomy,-and is "not enmeshed in the traditional tasks cof
assistant princ1pals. The'internal consultant is employed_
four - fifths time by the schoof and one-fifth by the
state university. This arrangement establishes a vital
and continuing linkage with an-institution of higher 'learning.

The utilization of an external universit based consultant.
hiS provides: (a) a detachment which the internal.consultant

may find difficult to achieve; (br'a linkage with the internal
consultant for'expertise, mutual consultation, feedback and
theory testing; and (c) direct service to certain-clients in
the school with wham the internal consultant might word less
effectively.

0
The internallknd external- consultants influenced a variety of

areas. 'While each °often worked separately,.their efforts were mutually
\

reinforced by constant dialogue wilh each other and with the principal. .
, 6

Thus, diagnosis and intervention selection have been collaborative, la

from the administrative view, even when imfaementation occurred- .

independently. Descriptions o.f some of their effort at summarized
J

1973, lit rary and audd.ovisua4ifunctions were merged
4.

into a single Multi-Media 'Center.' 17is raised immediate
questiOfts regarding .role definition, membership, communications,
goal'a..440Abjective setting, and decisiegirmaking. Through g'

1NOserig'g, ot7weekly meetings with the internal consultant, these
issues were made explicit.. Resolution was reached through the 'a
use of structured and nonstructured interventions chat promoted
learning in-'--''avch areases Collaborative dectsion'makihg, inter-

- personarcommtinication, goalsetting and program implementation.
As a result, the Multi-Media Center staff decided eo conduct

..weekly meetings in problem identification and probpem solving
sessions.- These meetings have continued for three years. .

below.

2. For 18 menthos, the external consultant was involved withePacific
Hitclowar High,,School..counsaleors in a sustained effort to:

,.(a). increase mutual understanding and trust among members of
the,deOartment; (b) facilitate.Olanning through the creation .

,of 4 mission statement; and (c) use the mission statement as a 0

vehicle for promoting increased - communication with the entire
-* -staff. This third.objective seemed crucial; it had been

established previougly tkirough questionnaires,anecdotal..
evidence.and-interviews, thitothe relati4hipof the counseling
department to the entire sCKoel was 'of major concern: particularly
in ,the area of attendance procedures.

0 ' 0 tr-

4
41

33



. -

The external consultant and counseling staff met for three
day -long "away from school" inttrpersonal relations sessions;
the principal was present for one of these. Counselors ,

also met in definition groups and, ultimately,-
held'three,interface gieetings with the department chairman.
An ad hoc attendance committee was forted a* aresult of
these efforts. Decisions were made; based primarily on
the initial mission statement, to hire a full-time attendance '-
officer and - remove all attendance Matters from the counselor's
routine duties.

3. During 1173 and 1974, the internal -consultant working in
Conjunction wittitthe principal and his advisory council
designed a series'of-activities by which school goals ".

could. be identified. Their goals, delineated in Appendix
B, provide for the first time ,in the school's history, a
precise and written statement of the reasons for the school's
existence. 4

4. Several procedures' were employed in the area of goal
identification to asses; more fully the culture of the
school as perceived by staff, Students'and parents.

a. A major needs assessment in 1973 garnere&responses
to-an open-ended'questionedire from students, graduates,
parents, and certificated and classified staff,

*.

b. The Organizational Climate Description Questionnaire
was administereeto alfstaff in 197,3-74. The
Organizational Climate Description Questionnaire
measures the extent to which eachlof,eight organizational
climate dimensions exist within thlochold. Four

dimensions describe member's behav r (disengagement'
hindrance, esprit, intimacy), and four descelbe
supervisory behavior (alooliness, production emphasis,
thrust add consideration).

.

c. Questa II was administered to all staff and the junior
class in1973-74. The questionnaire consists of 32
items'whichdeal.with three aspects of the school

aOgvironment: (a) personal characteristics of the people
in the environment, (b) other chajcteristics of the
-school itself and people's interactiotr,with each Otlier,
and (c) the effects of the school experience on students.

d. The Environmental Descripfign'Questipnriaire was-given'
to d sample of approximately 300' students in May of 1970i,

- It consists of 26 items designed togessess the expectations
and preferences of students regarding various espects
of school The questions focus on student perceptions,
of a variety of 'chara.cteristics of school- MA, including
.teacher behavior, school rules, gtudeqt.relationships
and student behavior.

34 42:
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e. the spring of 1974, tb Moral Atmosphere Measure
was administered to35 students, 13 teachers and the 4
administrators. This is an audio taped intervieW"designed
to assess respondents' perceptions of the. organization
in terms of its motal,maturity.

The efforts of the internal consultant and the external
.

consultant provided a wealth of information about the culture at

Pacific Harbor High School. Analysis of the datdY0ealed.several

charaveristics:

1. The Pacific Harbor' High School climate is close to being
open, but exhibits strong pateAalistic undertones.
Teachers are more apt to see the school, in its entirety,
as more open than their respective departments.

2. Certain thrusts toward creativeness are 4,:amonstrated,
yet strong elements of existential and opinionated
orientations exist. .

3. The system is more independent than interdependent.

4. There arestrong areas of agreement, suetr,as Pacific
Harborr High School beina "good" school. However, there
are-also areas 'of often sublimated conflict, such, as
differently perceived school goals.

%-
Dt Morjl values are based primarily on pleasing and helping

others,- "doing one's duty And showing respect for authority."

Revised Orategy

In reviewing te data, it was obvious that knowledge of the

I
Ischool'i cultural climate'would need to be taken into account if future

organizational developNeni-efforts were to be of maximum benefit. Moreover,
4,, .

a p ned schoolwide'procedure would overcome 9*eimplied weaknesses

of the ad hoc nature,of previous Pacific Harbor High School rganizational

development activities, Therefore, a more ante sive and co prehensive

OD plan was conceptualizO.

The new, OD attempt called for the training of a small cadre of

school personnel in op theoCy and'technology. The.cadre would become

an identified -developmental group. It would then offer OD assistance

. 35
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to them entire school Community and, more specifically, provide direct

consulting-help in moving toward the achievement of those school goals

identified in Appendix B.

This'strategy grew from, and is in concert with, the notion'

developed on Chapter 1 of pai`t-time internal organizational specialists.

Thesiretitally,,such individualswould have strong inter- and intra-
.

personal competencies, would be at the advanced stages of cognitive,

affective and Moral development,', and would be open to receiving OD

training.

,More practiCally, however, the state of the art is generally crude

in identifying those individual whose development.a d personal

characteristics meet the theoretical notions. 9*There ore, an
, .

implementation assumption was adopted: there would be a natural

.

attrition among individuals who .'ommlenced ,oxganizational development

training. Those who continue d wduld be those who, saw the value inherent

4
-within the'tr4ning and who Just Might have the desired competencies.

IMPLEMENTATION OF STRATig
IN I

Formal staff,,training utilizing PODS began with Interpersonal

Communications in the fall of,1-974. Twenty-three Pacific Harbor High
Aor

School staff mertiberS participatedi'includingthe principal and
.

assistant principal fool pupil peiSonnel services, attendance officer,

a

,

the director of student' activities, seventeen classroom teachers, one
4

0

teacher's aide and one secretary. The workshop began late on a

Thursday afternoon; land continued through Saturday during two

consecutive weeks0. The sytem was trained by the internal consultant

who had begun his own PODS training durrig the summer Of 1973. At
.

the time of this session he was41144st beginning Preparing Educational

36
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2 : :;r32%;iz24.i-n.,2: Develorr^ent training,

,-

'theelast in the series of 'seven-workshops that constitute PODS.

Since this initial training, other workshops have occurred.

'Participation in these was broadened to'include staff from other

district schools. These workshops included:

1. February 1975, Interpersonal Communications workshop
through a state university extension program. This involved

. 23, participants from the entire county. Four were teachers
from an alternative program at Morrison Mesa High School,
Pacifica Unified School District.

2.. Spring 1975,- Research Utilizing Problem Solvinc.
Twelve teachers participAted. Seven were from Pacific
Harbor High School, four from the'alternative.program at
Morrison Mesa High School, and one from a_ district

. \elementary school. The training was conducted by the
internal consultgat.

3. Summer 1975, Interpersonal Influence. Of the 18
-participants, two. were teachers from Pacific Harbor High
School, and two'were college students who worked there.
Three participants were frakm Morrison Mesa High Schoolf,
and the others were from outside the dittrict. The Ag

internal consultant was the trainer.

4. Summer 1975, Social Conflict and lleao"tiative Problem
Solving. Two teachers from Morrison.Mesa High.&chool with
experience in "Interpersonal ComMulcations, Research Utilizing
Problem-Solving and Interrersonal. Influence, and the internal
consultant from Pacific Harbor High School who had just
completed Preparing Educaticnal Training Consultants-III:
:2-ganizational Development training 'were among those who
at ed. The Interpersonal Communications workshop was
cot ained by the Internal consultant and the two teachers
from Morrison Mesa High School who attended they Social
Conflict and jegotiative Problem Solving'session.

5. Fail 1975, Interpersonal Communications. Two workshop§ were
held. The first involves Pacific'Harbor High School students,
college students who work at Pacific Harbof High School, and
one Pacific Harbor High School teacher. Cotrainers were the
internal consultant and a Pacific Harbor High School teacher
who had completed Interpersonal Communications. The second
was conducted'at. Morrison Mesa High School for some 50 studentS
in an alternative education program. Four teachers who
completed Interpersonal AlOruslications and Research Utilizing'
Problem Solving during 1974 were the trainer's.

le
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. Additionally,*as the above,trainyg was in process, the internal consultant

continued his traltina He completed ?re:_-zrs/...:7'Ed:,,.2czt/..fi:a.,0.

in the simmer of 1974, began Pre7.2rZi:g

.;'-pf;:znizaricna7, :.7.2.ve:or,r-er...; in the

fall of' 1975, and completed Prez.-.2ring "icationa: rra7:ning

..2,2, men: in June 1975:

Table 1 indicates the number of individuals from PaciftelHarbor

and Morrison-Mesa High Schools, including the internal consultant, who

completed Various parts of the PODS program. High school and college

students are not included in the data.

TABLE 1

NUMBER OF INDIVIDUALS FROM TWO HIGH SCHOOLS
COMPLETING, PARTS OF PODS PROGRAM

School -:% :-.:PS c:CeL7.FS PETC-: z7EC-77. PETC- III

Pacific

Harbor
High
School

32 4 8 1 1 1

1

Morrison
Mesa
High
School

4 3 4 2 0
. 4

0 0
..

Concenitating upon Pacific- }arbor High School, the N of 32 ta

:;77uni2g.-.:-..crs, consisting of both certificated teachers

and claSsified personnel, representsa sizeable proportion (19 percent)

of the school's 150 teachers and approximately 20 classified staff. Ten

teachers, all associated with the alternative education programs, have

had either :(5777u4....17:ons and .72egarch Pro7,..em
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or :omr,Anicatiors and /nterpersonalf7fluence.

It was from this pool that some of the OD internal specialists were

expected to emerge. In fact, those from Pacific Harbor sigh School

and Morrison Mesa High School who completed at least two systems in

any combinationtformed a group entitled Teachers High on Resoufces

Utilizing Self-Teaching. Their purpose is to provide an on group

within the district, based upon' the criteta established In Chapter 1.

Expansion to a District-Wide OD Strategy

It-is from such local level efforts that a district OD effort

utilizing PODS can begin. To illustrate this point, a description of

Teachers High on Resources Utilizing Self-Teaching efforts follows.

MeMbers of Teachers High on Resources Utilizing Self-Teaching

developed akprospectus for the establishment of an educational

development component within the district. The prospectus identified

(nree major needs:,

I

1. Internal Resources: As currently constituted, decentralization
provides the opportunity for considerable self-initiative-,
arra' auton6My for individu41 managers. Experience suggests
that many managers are most competent in utilizing
decentralization to increase organizational and professional
competence of their respective operating units. Comparable_
experience also indicates that such unit advantage is not
readily transferable to other Operating units. To state it
another way, ,lecentiglization seems to have a natural
tendency to reduce articulation and interdependency of
ideas, resources, practices, and people.

When sUchsa situation exists in less expansive bliAgets, its
cruciality becomes even more evident, for it places much
greater importance upon the effective utilization of resources
internal to the district.

J

2 Professional Development: The closely related issue of
inservice .education,seems to follow the same uneven pattern
as indicated in Internal Resources above. While some units
consciously and systematically plan and execute professional
development activities, the general approach tends to be
one of rather sporadic, "one-shot" unrelated kinds of
endeavors.
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Integral with the concept of staff development is the function
of consulting and its associative skills. Depentralization
places a high premium upon providing services rather than
supervision to schools. Those who provide such services are, in
reality; internal consnitants with school personnel as clients.
Yet, there is virtually. no direct training in consultative
theory, practice 'or skills for either potential or 'existing

district consulCants:

3. Curriculum Development: The final distlnct, yet concommitant,
need factor concerns the general area of curriculum, Recognizing.

the general framework of both state iequii-ements and board ,

policy that curriculum is an individual 'school concern, there
is not a coordinated and systematic procedure to ensure the
infusion ,of curricula ideas and projects external to the district.'

The current status of these three general needs areas (internal
resource utilization, professional development and curriculum
development infusion) therefore constitute the general IS
condition.

The Teachers High. on Resources Utilizing Self-Teaching prospectus

also suggested that three components be establis4ed to alleviate these

needs. It then moved into a discussion of how the components might be

implemented. The components and procedures are detailed below.

To assist the district in moving from it (autonomous and

opinionated) orientation to (one of interdependente and
openness) there should be an alleviation of the three
identified need areas; specifically an increase in utilizing
internal resources, an on-going, systematic, professional
development program, and an external curriculum development
effort.

What should occur is the establishment of a consortium for
educational development which would be respopsible for the
following procedures, or components:

Internal Resprce Utilization: This component would.
-provide,a d' ect coordiniting service or &fllinking"
function the scllipots by matching needs and wants

with in ernal resources. Included is the establishment
of an nterridl resource data bank leading to an

ide fied cYadre of internal staff consultant resources.

40

Prof signal- Development: This component provides for
distr tt sponsored inservice activities through utilization
of ernal resources as much as possible. It includes

e creation of a systematic ongoing professional development
plan which provides developmental activities ranging from
one or two hours in length to extensive sequential training
of two or three years duration.
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One major emphasis is upon direct training in consulting
skills for both those district personnel whose primary
function is a consulting one, including training local
onsite internal specialists and for those individuals
constituting a resource network as identified in internal
resource utilization above. An additional stress' of this
component is the provision for activities which emphasize
common shared experiences regardless of role, status or

4111
position. _

CuTriculum Development: This function includes t'he
systematic gathering of information about external curriculum
resources in terms of workshops, institutes and other training
opportunities as well as disseminating such data to o tential
users. This component includes, as well:

A.

1. The gathering of information of externally generated
curriculum which could be employed as means tomeet
internally generated district and schoc4 goals and
objectives. In essence, this component enables
users to examine and adopt, as needed - ,innovative

educational curricula which serve to meet their own
goals and objectives.

2. "On call" assistance to curriculum developet.s within
the district.

3. "On call" assistance to project and proposal development
efforts as district personnel. This becomes most
important in light of reduced district/state revenue.

Procedure: The suggestions below are for - beginning as well as assumed
necessary conditions.

1. The consortium should be housed within an existing
operational unit. The most natural seems at this point
to be pupil personnel services within the division
of research and development.

2. Initial efforts should be in a low key, !low profile
mode, yet with sufficient,Visibilfty to be seen by
those who see potential iii the consortium's activities.

3. The expansion of the consortium would depend-upon its
usefulness to the consumers (operating and school
units). They would buy its services in terms of their
own needs from their existing resource/staffing budgets.,

4. A communication system would be established to enable
the consortium to act as a clearing house for information
concerning internal resource utilisation, professional
development and curriculum development.
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5. The consortium could be initially a no-cost venture,
since its primary fqnction is coordinating and
utfliiing existing district 'resources.

Current Stats of Distrill, Efforts

At this point,in the district' fforts, several steps have

40'
been envisioned in the implementation of the educational developdevelopment

cotponent. First, the Pacific Harbor High School principal has agreed

to release the internal consultant to the reseArch and development division.

Then he will "buy back" Che internal consultant's time for 3 or 4 days

per week. Under this arrangiment, the internal consultant will

continue to do essentially what he was doing as a regular staff member

of the school. However, with the internal consultant officially housed,

at the district level, a structural change has occurred, albeit a se-t11

one. This in turn has led to the development of a norm of using the "buy

back" model to secure organizational development consulting assistance

at the local sphool level. As the norm grows in strength and the

internal consultant's time is requested by more operating units, his time

at Pacific Harbor nigh School will be reduced accordingly.

The specific task of'the internal consultant, when under "contract'
for

with Pacific Harbor High School then, will be in the direction of

increasing the school's OD capabilities. As related to PODS, this is

projected to include:

1. Additional training in Research Utilizing Problem Solving
and Interpersonal InflueNce to increase the siie of the
-School OD cadre pool and to provide sufficient personnel
to conduct Preparing Educational :raining Consultants-I:

2raini)ig.

2. Identification of a cadre of specialists from the ten
individuals who have experienced at least. two PODS

systems, to design future training lans with special
emphasis upon implementation of the goad statement.

4
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Mmbers of the initial cadre will continue their own development

in PODS. At the.same time, they will begin to apply their newly

acquired skills to the practical problems of determining procedures by

which they can become accepted internal consultants through the vehicle

of goal statement implementation, During this process, these local

onsite consultants will become part of the projected district internal
(qi A

resource utilization component.

For both Pacific Harbor High School and the district, PODS thus

becomes a Convenient, valid and reliable Means to provide OD skills

training to personnel who demonstrate the necessary competencies and

who are willing to engage in the difficult processes of helping the

organization and its people to achieve theif goals.

S1.7..7.:tARY

$
Efforts to implement PODS in the Pacifica Unified School District

occurred initi lly within the context of larger OD attempts that grew

from a single chool. Such efforts seem to be moving toward a district

funAion. This suggests that in a system where the central office

is unwilling to make decisions for individual( schoo,is, attempts to
.

implement PODS at the district level will be difficult. A more

effective procedure may begin with a school whiCh has strong independent

and creative tendencies. These latter tendencies should be backed by

a history of OD efforts, as witnessed by an administrative.position

specifically designated for organizational development activities.

In other words, start up and go with strength!

5 1
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1.

43



CHAPTER 3: NdkPORT CASE §TUDY

This report is based on our experiences with installation of a PODS

program in the urban school setting of Norport.' The community of Norport

is predominantly white and middle class. In 1974, the median income was

$19,900. Ethnic groups account for 12% of the total population, and 20%

of the school population. The administration of Norport schools is

organized, along traditional lines, with most functions operating from a

centralized administrative complex.

DESCRIPTION OF SETTING

From the air, Norport appears to be similar to an hour glass situated

between two bodies of water'and framed on both sides by mountain ranges.

To the east is Lake Mira and the Celtic Range; to the west, Catalina SOund

and the Crown Range. East of the Celtics are great wheat fields; verdant

forests lie west of the Crowns.

Norport has long been known as an aircraft production center and owes

most of its wartime and post-World War II glfowth to this industry. More

recently, the eccitiomy has witnessed a 6iversifitation in both industry

and commerce, but aircraft production, lumber' products and maritime acti-

vities remain the foundations of the economy. The diversification.has

helped curb the exodus of residents from the area.* High +unemploy nt

continues to persist around Norport, though down ftom they 17% level of the

Trp

late 1960's and early '70's.

The public schools have been equally affec by this period of

rapid change and economic instability. The post-war birth rite pushed

the student population to 100,000 in 1965, which eased to approximately

1.
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60,000 in 1975. The rapid growth of the system d improvements in

educator salaries resulted in ananmThai-----irr--- e of expenditures from

$55 million in 1967 to almost $110 million in 1975. State financial

support of public schools has not kept abreast of sconomic changes;
,411

existing tax structures require local districts to seek greater public

contributions to maintain existing operational levels. The declining

student population, increased operational costs, community concern with

schools, and an annual levy brought the system to its knees in

April 175, as voters defeated a district request for 1976 operational

funds.

A Norport School Distr,ict is organized along traditional functional lines,

superintendent and two associate superintendents .(one for Instructional

Services and one for Support Services). There is a Cabinet which includes

representatives from the relevant functional-departments: Personnel,

District and Staff Relations, Bunting and Maintenance,,Research, Curri-

culum, Special Educational Programs, Basic Skills, OCcupational Education,

Human telations. -

For administration of instruction, the district is divided into two

regions. Each is under the leadership of a Deputy Superintendent who

reports directly to the Associate Superintendent for Instructional Services.'

46

The organization is designed such that, ideally, central administrallbn

establishes performance criteria and monitors their application within.

the regions; each region, operates somewhat autonomously within the frame-

work of the guidelines. Regional staff, in collaboration with central

office'personnel, assist in the implevntation and evaluation of established

criteria and guidelines. ake

To recognize and protect the=urlique contributions and needs of

individual school communities, each region'is organized into six consortia.

5:i
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One consortium consists of all the elementary, junior high and middle

schools that, feed students co o high school. V

A _ ,0('''
0I// - The district is composed of 85 elementary schools, 5 middle schools,

i/ junior high schOols and 12 high 'schools. The district also operates

-41A I
.

a special school for the mentally handit'apped,land another for the ortho-

. t

pedically handicapped. Approximately 4,500-cei4titied'and an additional

6

r

TOO professional personnel are employed by Norport School District.
4I

HISTORICAL ANTECEDENTS

In 1966, the Norport School District in cooperation with a group of

professors from the State University at Grenich (SUG) Initiated a study

of the Guidance Department to: a) assess the effectiveness of service

delivery to teachers, students, parents and the system; and b) to determine

whether there existed a need fpr modification in departmental organization

acid veileration. This committee *as' chaired by Di. Harolt Platt of the

School of Psychiatric Medicine and subsequently Calked the "Platt Committee";.

'4,110

it recommended to the Board of Directors and the Superintenderir-d4ScMtrt

a variety -.011 changes tha&included a broader role for student services.

Members of the Platt committee observed that while pepsonS were assigned

"traditional" roles, their services often over-lapped. Thus, coUnselorS-

and psychologists often performed functions, that were historically defined

.

as social work roles, and social workers performed tasks that cidh.selors

,

and psychologists pttceived as their functions.

A study by Dr. Frances La'rson in 1969 corroBrorated this ,observaton.
/

jlet analysis of role-functions of guidance workers suggested three major

differences In role functions among guilds: a) counselors engagiNexclusively

in vocational counseling; b) psychologists performed psychometric assessments;.

end c) socilt workers were the primary liaisonbetween the home and the

)4 *-
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school. --O'f'thOe fu ctions examined, she concluded that there'Was cr6
4p

*,

,

significant difference among guilds other than these three.

,Dr. Largon's

.4
combined with the

fit

.ae

study and the recommendations of 'the Platt Committee,

social changes of the late 60's, exacerbated the need

.

td search far alternatives to traditional guidance worker roles. Prelimi-
, I, I /-

r

, nAry Oforts foc ed on differential asSignment ofopersonnel, cross-guild .'

training, is toward a moreleneralitlole for the studrnt services
,

- ....,

--..

worker. Inservice training in organizatIbnal development theory and $
. . .

organizational change methodology was initiated,. .It wasiagiicipated that ,

p ,

.workers, with an expanded awarenesS of organizational dynamics could more

effectiv.ey sustain within the schools and the .community movement toward

401,-

a genentListrole. These 'personnel could subSequently provide the services

that would be most responsive to the needs of students in an urban

..enviroriment.

,Early Training for.Gyidence Staff

1 `

s
a

Growing stydent.unrest and community disS4isfactioff with th'srprocess
p

,be schooling gave Imputus to the need fof continued exploration of alter-
_1

natives tc traditional guidance roles. With the availability of filprar,1

state and locdt-monies to assist in the development of, skill 'improvement

.programs, the Department of Student Services in 1971 initiated a program

to train "aff to more competently deal with interpersonal and intergroup

coaf/ict. Following guidelines established by the Office of Educetibn:a

cobperative nture among the State University, the Norport Industrializa7

tion. Center and the public schools was undertaken to upgrade torker skills
. . ,

-v.

ip tht.greas'of colmunications, team building, problem solving, conflict

7.onagpsent and organizational dAamics.

.

0 - IP
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Concurrent with the implementation of the training program for student-
4P

4*
services -workers, the district embarked on a series of prbgrams des.igned

0 ,I 41, .

$ .

- to provide racial b ance in the schools. A Citizen1
..:

1
Staff HurhantRelations

Committee was appointed by the Superintendent in October, 1971. 146

Committee's purposes were eo develop a deAnitive statement of a multi-*
.,4

lip ethnic human relations program for the system, and to design processes for

coordinating existing district efforts.

A District Human Relations Task Force was created to implement the

.-recommendations developed by the Citizens-Staff Committee. The Task Force

waygiven responsibility for designing and implementing human refa ns

training programs for school-personnel, students, parent;, and cothmunit

and to- assist teachers and students in learning and- understanding thgk

1.1(',experiences and iontributionsef racial- minorities in the development of

1

the country. The Director of the Task Force would report dieectly to the ,

* e '

Superintendent, and serve as'a member of the Superinten'ent's Cabinet. '

The Task,Force, from its- inception, was viewed by-the. striet4dministra-
.8.

tion as a means of coordinating existing human relations efforts, and in
,

. cooperation with other District ftograms, to en e t e di'strict's long

range dedegregaflorl efforts.

With leadership frOm the Human Relation4 s Task Force, a fotty-h6ur

lit"inservice training" program was developed and 'implemented for staff and

p

community. Participants would have opportunities to iexamine their cultural

atAtudes and behaviors, unconscious biases, myths and. stereotypes t'oward,

people of different races and cultures.. The'insi hta, information and
AP

communication skills acquired 'would then.Ye trans ated by the participants into-

action plans enhancing cu ral pltralism in theirresliectiveschools.a.
It was assumed that projected workshop outcomes would not OLcur

. ,

automatically, and that additional_tTaining and support wOujcrbe. requ'ined;',

'"
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AP

to'effect stabilization of attitudinal and behavioral changes. In the

,

fall of.1973, school-based'human relations committees were organized as

one means or providing a support base for those who had received training

.

and deqired to inittate simi 6grams in their respective 4chools.

Through 'the lium4n Relations T k Force, additional district-wide programs

were implemented to Or0V1- pport dnd training to staff in areas of

curriculum, instruct on, Staff assignment, student assignment and community
. . ,

involvement.

Student services workers' receiving training in the interpersonal and

intergroup conflict management training program were perceived by the

;ask Force as a potential resource .follipplementing human relations programs.

However, the application of newly acquired communications, problem solving,

team building and needs assessment skills to district desegregation efforts

represented a change in the focusof traditional studeneservice'roles.

Many student services prsonnel welcomed the opportunity to examine the

application of their services. Others,however, viewed theil*oles in

more traditional terms.

416.
Three primary training needs became appar :

-------,

1. A /series of programs designed to foster implementation
,.

of a skills development, human relations program geared .` ,s
to the needs of most of the teaching staff

, ..

,
. " t :.

1. An intensive experiential program'to prepare studerit
services specialists and administrators as primary_
human relations facilitators '

3., A developmental, management oriented inservice program
for selected administrators and4tudent services
personnel, who with additional training would be able
to help the organization increase its capability to
meet the changing need's of learners' in a multi-ethnic,
multi-cultural urban center.

-
Existing trainingrograig for student service workers were based primarily

on,needs expressed by student services personnel taselves, and did not

always account for general sptem needs.
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The district's desegregation:efforts contributed additional data

toward assessifig the basic competencies required for those who would serve

as human relation-trainers-and be available t'o help local school staff

stabilized growth' gained in human relation g, training) In September 1973,

as Governante Board of student service workers, and representativss from
. 4

the Community', State Office ,of Education, public agencies and local

universities with students services training programs was convened.. Its

purposes were to examine the existing trainIrg p'rOgram in light of current

district needs, and provide recommendatidns for making current efforts .j1,

consistent with overall district_ needs.

Selection of PODS

During the time the Governance Boafd was kriting program development

guidelines, persbnnel from NWREL contacted the Norport School District's

Planning, Research and Evaluation Department to introduce the PODS program.

.Since, in the perception of Planning, Research and valuation, the NWREL

programs seemed to refer to human relations, arrangements were made for

appropriate Ta4! Force personnel .to view the matetjals.

An overview of t PODS program was presented' during initial,

divussion with Task Force personnel. The Project Director for Inter/Intra6

Group Training and selected members of, the Prograp tovernnce B6ardtmetlo

.further explor6 the possibilities of PODS' compatibility with the design

requirements defined by the Governance Board.

- Initial assessments indicated that components of,the Program would

14
%

provide the desired skill. training. While PODS40as experimental, the

case seemed appropriate, times schedules for each sequence of events would

be managable, And the programs could be diffused to large numbers of staff.
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"Furthermore, it was felt that the program objectives were consistent wi

the system's ,needs and stressed acquisition of skills rather than a

sensitivity training approach.

Program constraints' were discussed; there was no ethnic focus

incorporated into the 'design, and the projected 650 hours of training

required to complete the program meant.,that much of the training would

th

occur on weekends or on staff members' own time. tudgetary all-locations

did no)th,permit the program to purchase teacher/staff release time. Since

this grogram was new to the area. and of an experitnental nature, it was
S

questionable whether adequate participation could be encouraged. As a

)

DREL staff suggested that District personnel experience one

of the programs prior to maiiinga final decision retarding installation.
4

STRAIEC'. FOR IMPT_,EMENTATION APPROVAL

sr

Prior to June 22, 1973, the Norport School District and Northwest

Regionat, Educat-ionafj:aboiratory had made numerous- attempts to diagnose

4
and asses* the extent to which their self-interests could be mutually

served by a long-raelge collaborative effort; Dr. John C. Malcum, Coordinator,

InstrucUonal SystOng'anning Divisi*of the South Region Schools in
,

I
Norport, expressed'anin'teregt in theD4 oving Teaching Competencies

miProgram's' instructional systems"- Willie Ward of the :Northwest Regional

Educational laboratory invited Dr Malcum,,and Paul Brown, Supervisor of

.

Instructional Systems Planning,and-DOefopment, 'to meet in Portland on"
,- ., .

.

June 22. T4e purpose df.ttle rgeting would be ib.discuss how thAPtwo
,o

.,

. .,
organizations eight work together. . .

...

,

,As a result of 4 nearganizarion.inrj: Norport Public &&lools shortly

after the visit with !klcurif and BtOwn, Northwest Regional Educatidnal
.7-)

;

4, Laboratory was referred to John Riley, Director of the Human Relations Task
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Force, and Ed Dulap, Dir:toe of the Conflict Resolution Project. The Program

was explafned to Riley an4 Dulap in September, 1973. Both.expressed interest

in starting PODS training in Norport School District.

Some.of the 'early discussions with Northwest Regional Educational Laboratory

personnel concentrated on the potential of using Norport as a field-test site

for the untested PODS systems. Northwest Regional Educational Laboratory could

provide the training if the local institution would provide a training space

and participant release time, and identify client groups for Preparing-Educational

Training Consultants-II and Preparing Educational Training Consultants-III

populations Preliminary approval to documentation pending further discussions

with Northwest Regional Educational Laboratory regarding."field-site status"

was assured by the Deputy Superintendent for Instructional Servicdis.

In October 1973, Northwest Regional EdUcational Laboratory began recruiting

candidates to test a series of hypotheses concerning a new program under,

development, Interpersonal Influence. It was agreed that Northwest Regional
.

Educational Laboratory would invite'two district staff to experience one of

the systems-being field-tested.. These two would then replicate the workshop

for selected district personnel. At the'same time, the district would run a

Preparing Educational Training Consultants-I workshop using local trainers

trained by the Preparing Educational Training CogsultantsLI-developers. If

local participants evaluated the program positively an0 c!ld identify

potential used within the system, fUrtherdiscussions would ensue between

the Dfstilct, and NWRFL about.extending the program.

The initial workshop was well receilhed by local participants, who

0
encouraged further contact with Lab persolrel. These contacts involved

- (

further descriptions of the PODS systems, projeCted costs and time-ftnes,

,definitions of responsibilities, and planning the deveieapment of 'a program

support baseamong local staff. A public meeting was sche4uLed, at which'
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the program would be described for interested staff and an assessment of
a

potential participation could be made. If sufficient interest existed,

contacts with Centril Office administrators would be made to influenc'e

adMinistrative support. Interest was indeed high at the staff .meeting

on December 4, so contacts with central office administrators were

initiated to seek endorsement for the installation of PODS.

- / At the same time, the Norport SchoolDistrict-manager entered, into

negotiation with the program officer in Washington, 9. C. to seek approval

to divert trainingmonies toward this pto4ram. This request was granted

in FOruary, and district support.was thereafter forthcoming. Concurrently,

discussions with the Deputy Superintendent for Instruction and his staff .

were conducted to assure that, iics begun, the training would continue to

completion.

/ -
Staff meetings continued. The district program manager met with

,groups of principals and administratbrs to.describe the program an

potential benefits for the system and individual staff. Principal$ were

advised,that only those staff members who were committeCto OD training

would be allowed to enroll in any PODS component; further, as part of

the application process, principals would be asked to endorsewtheir staffs'

participation in he program. Ward and Dulap met with the Instructional

Cabinet, and contacted the administrativestaff in each of the two

district regional offices. 'Cabinet members neither openly resisted nor

fotmally legitimized the implementation of PODk... The action of the

Cabinet might best be IdestT4ed as passive permissiven4ss.

Finally, additional support and participation were enlisted from

community agencies and school oriented groups.. Correspondence describing

the program was sent to all student services personnel and the project

manager met with the staff of each region to explore the potential PODS

could offer to individual particiats.

f;.1
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support. Interest was indeed high at the staff` meeting on December 4,

so contacts with central office administrators were initiated to seek

endorsement) for the installation of PODS.

At the same time, the :.:orport School District program manager entered

.into negotiation with the program officer in Washington,-D. C. to seek approval to

.dL'..rt training monies toward this program. This quest was granted rtiFebruary,

and district support was thereafter forthcoming, Concurrently, 'discussions

with the Deputy Superintendent for instruction and his staff were conducted
4

to assure that, once begun, the training would continue to eompletiort.

Staff meetingscontinued. The district program manager met with groups

of principals and administrators to describe the program and its potential

benefits for the system and individual staff. Principals were advised

that only those staff members who were committed to pp training would be

allowed to enroll in any PODS component; further, as part of the application

process, principals would be asked to endarr<heir staffs'participation

in the piogram. Ward-and Dulap met with the Instrucog.onal Cabinet, and

contacted. the administrative staff in each orthe two di-strict regional

offices.. Cabinet members neithir openly resisted nor'formally legitimized

the ,implementation of PODS. The action of the Cabinet might,; best .be described

--4
as passive permissiveness.

Finally, additional support and participation were enlisted from

community agencies and school oriented groups. Correspondence describing

the program was sent to all student services persdnnel apd"the project

manager met with the staff of each region to explore the potential PODS

could offer to individual participants.
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ANTICIPATED OBJECTIVES

In June 1974 the three year EPDA grant awarded through the nited

States'Office of Education terminated. Continued program funding was made

available through District Program Improvement FurYds allocated for

desegregation planning. The Instructional Division. began its planning of

objectives for the 1974-75 school year. It based the lanning .on a

proposal developed by the District Deputy Superint ndent for Region I,.

"Hierarchical Approach to Human Relations Skills Development" (see Appendix C ).

Elaboration of_the concepts in the "Hierarchidl Approach" paper were

contained in a Program Proposal approved by the Instructional DiVision for

implementation during school year 1974-75 (see Appendix D ). Table 1 _

describes the expected sequence'of training events apd their relationship

to district goals and expected outcomes:

The steering committee and the Director of the Conflict Resolution

Project formulated a set of objectives or school year,1974-1975. Their

statement of these objectives is quoted below. .
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-Pre 'at( lila I I

Level

1

III'

4

Description

TABLE- II SEQUENCE AND RELATIONSHIP OF TRAINING
EVENTS PECTED OUTCOMES

11.1:At: inter /intro- .personal

problem identifi-
tation/problem solving and
communication skills. This
is the minimum competency
level for all staff.

Training Sequence

t-

SY 73-74 Program

1. Research Utilizing 1

SY 74-75 Program.

1

Fifty District staff
Problem Solving received training in

2, Inte'rpersonal Communi-
cations

3. Interpersoas1 Influg:mce
4. Group Process Skills

Intergroup awareness, organ
Izational analy;is, needs
assessment, consultation
skills, and additional

(raining in problem so14-
tttg/ problem identifica-
tion. Minimum!compeeency
level for administrators
and student services spec-

,lilists.

S. Preparing Educational

Training Consultants
I

1' ETC II

7. Unman Relations In-
Service Training
Workshop

the implementation of
Level 11 prpgrams.

4..
Fifty District staff
received training in
PETC I systems and
demonstrated capabil-
ity tb design and im-
plemnt workshops re-

sponsive to..the needs
of school personnel.

Maximum competency in 8. PTC 111 - 1111
'Inman Relations skills, 9. Conflict & Negotiations
knowledge of multi-ethnic,

multi-cnItural resources,
organizational problem
;olvinh, conflict resolu-
tion skills, and develop-
ment of organizational

(onsnItatUn skills that
aisist the syst,pm to in-

crease it.s functional capa-
bilities.

I

1

4-

Twenty-one of the District

staft,who conpleted Level
II 'training will be selected

to received Level III train-
ing during SY 74-7S.

Open to all staff who success-
(tiny complete Level 111

training. A maximum of twenty
one participants may enroll.
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TABLE I: CONTINUED

. Ann lit ail on

Trained District staff
_will implement a mini-
mum of one Level II pro-
gram per District Consor-
t id.

Each participant. in PETC
II will provide a mini -,

mum of nine boars consul -

tation to school human

relations committee for
developing # building
-levedi, human relations

action plan.

Relationship to coal lnplementation !Iequiremenls

Preparatory skill training for
staff prior to participation in
Human Relations In-S rvice Train-
ing Program.

_Assistance in develop,Tent and'

implementation of staff develop-
ed human relations, building-
level action plans or programs.

'Management development in- service
training for selected school
and administrative personnel.

Participants in Level II1
will provide consultation
to educational unit or
department and will assist
in the implementation of
a nistrict plan to bring
aboat reform in the edgcal
Clonal progrim. '

1

r
Consultation in organizational
development.

Facility
Materials
Participants -

Consortia support/endorsement

1

*Ps

District Dividends

Provide training in basic inttr/
intrapersonal skills for staff
Design learning experience', for
staff consistent with District
goals, objectives and indetified
needs.

Five days--release for each
Pete II participant.

Identification of client gr-
°tips.

Release time for participa -'
tion in Unman Relations In-
Service Program.

Assistance and consultation for
implementation of building-level
human relations -action plans.

Provide management development
training for selected staff and
administrators

Twelve days eelease time for A cadre of staff competent to
each participant in PETC III- assist the organization assess
Tut: itself, modify norms and in-

crease its functional capability
Assistance in implementatibm of
Desegregatioa-Integration plans.
Recommendations on functions to
be strengthened or added to
assure goal attainment.

Identification of' organiza--
tional client. groups.

Costs for retreat facility.
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POCRAI,1 GOALS 74-75

Provide additional resources staff in the areas of group
rrocess, problet solving, decision making and -interpersonal

- preparator? skill training for staff prior to participatiOn
in Human Relations In-Service Training

- assistance to staff in development and implementation of
human relations, building-level, action programs

- coordination,low7up and support for District enTrts in
desegregation planning and implementation

. . 6
Given'seventeen days release tiNzw regular assignments
plus fifteen weekend days for tra tr in PETC systems, each
of the twenty-one participants select)e to continue in the
program will conduct one forty-hour workshop for staff from
the Norport Public Schools in one of the following Itrarthwes-t'
Regional Educational Lab ratory systems:

. -

, a
.

Research Utilizin Problem Solving 40 hours
Interpersonal Communications 40 4h9krs

Interpersonal Influence 40 hours -

'.5roup Process Skills . 40 hours
I

$.

2. To develop a cadre of staff specialists capable of6q,dentifyl,ng
:9

and implementing norms and structures that enable the organizations
to continuous:71 modify itself to meet the changing resources of

.,

the system.

0

41,

- management development in-service training for seledted,
school personnel

- provide staff opportunity for growth potential that addresses
itself to the present and/or planned needs of the system

- 'provide training for staff for the development of a multi-
ethnic integrated, quality educational program 'for all students
enro4;ed in the Norport Public Schooli.

- prGvide consultation to staff in organ7;zational self-renewal

Given approximately SC^ hours-training in PETC,systems, twenty-one,
school partsicipantVwill bee to (a) apply diagnosti?"
and intervention strategies in helping a school add, or strengthen
a function needed to attain an Institutional Goal of the Norport.

awl
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.16 .

Alej,
School District, (b) will'idlentify five personalcompetencies
to be OT,loyed in deriving an rationale. for assuming'
a gor!Sultant rofb in-a District School in-support of
attaining an identified god, (c). willodrite-behaviorai
objectives.designed to" improve learner experienaes and
for contributing actively tip improved MBO procedures-

.

for respect and conptraitively deal wi4h,others even ?when
conflict exists, (e) deal constructively iwth intrapersona
-and face to face interpersonal situations, (fl identify
real conflicts,as distinguised fror falsely assumed
ones, surface-them and deal with them contruct.fvely,..
-(g) identify and imp?emnt torms and atructnres that-
enable-the organi:zation to cOntinuously modify itselfAto
meet the changing needs and utf.lize changing resour401%-
.(h) apply diagnoiStic and intervention techniques for
organizati,onalf changes wAich' build in new norms and/or
structures to add and maintain functions so that the "
system will have increased capability to meet its own
needs:

1

It

Thus, the PODS program in Norport uld be directed toward the

development and implementatioq of a program totraili a new piofessional--

4
one,etle to,serve the student-plient as well as the system-client, and

.help eachis more responsive to the other.

The resulting system-client relationsbig41d 'enhance mutual

.

accountability. Ultimately, PODS graduates yquld train others to deal

with the.individuals and groups'comprising the Norport system.

A

To accomplish these objectives and realize eke- ultimate goalwo we

. ,

enyisioned &system t,hat. Aid end liself to providing educational
. .

personnel with not only coping skills, but with the potential to be
.

0

oki
Sntentional,and proactive in shaping t11.2. future of Noiloort School District.
'. . . .

4 I _......, P

,.

With' the decision to install
1
POD, planningewas begun that would: a) involve

.
, i

'1.414-thelpiecision makidg,t hose with the-informltion most approtiately related
. .

Ilfr

I a. 4

to the objectives; and b) assure th&smobth, effective and systematic initiation,
4 I

.
.' 0

of activities.-

'Ns>, 60 '
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en
PODS INSTALLATION I

Installation activities beg an onsevera fronts, involying both'

those who would experience thE training, as well ash th dmipistrative

116
,support personnel charged with authorizing pry development and

installation. Following an introductory meeting on January 31, 1974 -
,

for interestedteachers, administrators, pupil personnel service workers
,

and-community workers, volunteers were recruited from among poLential

participants to serve as a Planning-CoTmittee. Cotilittee members assumed

responsibility for decision making;effgrest and when and how participait

ft*
recruitment would occur. All Planning Committee members were committed

to obtaining all of the training necessary to become OD consultants.

li

'The Planning Committee and the Prdkram Director Sgreedto use a shared-
*.

0- decision making model and that all matters concerning the installation'
..

of ?Ns would be appropriate agenda items for the committel A chairperson
. __ ..

t
.

. .

pro-tem was appointed for-each meeting, The committee continued to
. .

.operate.through the duration of the trainilg ptograMtosi- of its work,. .

however, was accomplished during the first six months, of the training' ''

lilt..

schedule.
p 210b

Funds were available for the training of .a maxlmum of 72 persofts in

doReseArch Utilizing Problem SolVing, Interpersonal Communications, Interpersonal
. , oc

0
Influence add Preparing' Educational Trainidg Consultants-1. Tie Planning

6

.

.

Committee agreed to conduct two workihOps per 'System' 'so that as many
I. ,

interested staff as possible.courd participate. Participants were 'given
,

,

the option of sel7ting dates 'for traSping event t on a first-coml,

.

first-
:

served basis. Apprbximately $74,000 was avilibirirticipant stipends;

-,

the Planting Committee, after careful consideratidn, agreed to identify 50

(/
,,, .

participants,who
1

wouldthe 'recruited for Preparing Educational Training
,..

Consultants-I training and le p 14 stipends for a portion of the training.

I
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'

The remaining 22 staff would participate in the program but would not receive

stipends. Between March 15, 1974 and June 29,19J4, 70 participants complted
f

Research Uilizing Problem Solving, 61 finished Interpersonal Communications,

97 completed Interpersonal Influence and 72 finished Preparing'Educationgl

-4. Training onsultant-re

A condition stated by Northwest RegiOnal Educational Laboratory for

naming Norport as a field test site was to provide training at no cost for

not more'than 24...participants in Preparing Educational Training ConsLleantg-If

and Preparing Educational Training Cohsultants-III. The PJanning..Committee was,

therefore, Confronted with developing plans in such a waythat only a portion

of Preparing Educational Training Consultants-I participants would' be. offered

training in Preparing Educational Training Consultants-II and Prepirihg

Educational Training Consultants -III. Potential participants were informed:

thatf-ollowing Preparing Educational Training Consultants-I training, selection

criteria would be implemented to identify the 24 who-would continue with the,

advanced PETC\systems.

Selection of Participants

0

)

t..

Before the fist,Aesearch Utilizing Problem Solving workshop in January_

1974, the Plannialt Committee initiated -the enrollment' procedure, identified

the selection criteria: and circulatedinformation and enrollment forms to

potential participants. Prior discussions in meetings with the workshop

plank era had resulted in the establishment of thefallowingpriorities and

quotas foi RODS enrollmeht.

luota

36 Student, services

---r41 dministrators
I/

5 Teachers

Criteria

Applicants from Norport School District

attendance area

Applicahts committed to registering for I.\
fo,ur initial training systems'

- Applicants registeting for indiVidual
training systems

. 5 Community personnel Date Sr receipt of registration
62
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Within a week'over 100 persons had submitted applications. Eighty-four

applied for participation in the initial four systems; 16 applied for

one system.

The Plan inpCommittee met ,irk March and ranked applications according

to published criteria and quotas. Fifty Applicants were sent letters

notifyind.them that they had been selected to ,participate in the Preparing

Educational-Training CorTatants-I program. Two exceptions were later

granted to individuajs who contended that they. had submitted applicatio ns

through mail channels, though our office had no record ofthefr receipt.

Candidates not accepted for Preparing Educational Training-Consultants-I%

were given firstschance to enroll in the.Research Utilizing,ProbIem Solving

workshop on.a space-available basis, with assurance's that priority

'consideration would be afforded them for cancellations atotig qie 50 selected,

Faced with the possibility of a.reduction in nvmbers of participants,

-the-Planning Committee Worked on a process for selecting the 24 participantt

*who would continue into the Preparing Educational Training Conpultants-II

and Preparing Educational Training Consultants-III training. The Committee
4

agreed on a system of "growth-rating,': and enlisted the assistance of

Preparing Educational Training Consultants-I Senior Skill Trainers to

develop a growth rating form which would be completed by each participant,

by one or more senior trainers, and by\ond or mbre participant colleagues.

These forms would be reviewed by the senior trainers, nd the project director;

those who indicated interest in continuing' with P

Contilltants-1/ wou.1d schedule iildiv'idual conferencesAaith the senior trainers

ng Eduational Training

to agree on criteria to et prior to continuaqop,,

RESULTS OF IMPLEMENTATION STRkTEGY

4row,
In general, implementation of PODS training sroceded according to

the schedule develop y the Instructional Division.
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Though Level'II training Ad-occurred during the 1973-74 school
A

year, those trained agreed to conduct one Level II training program''
0

J

during school
i
yeaf 1974-75- Partite pants were assigned to specific consortia

.

*
within the system and in coibperatiort.with consortium administrative #

.
-

personnel, designed and implemented one Level II program. Level III and

.

IV training was coftducte, asdesigned; imglerdentation Of the Level II

turn-around training.requiremene occurred bet-wisra-feveis and tV.
,

. ,
. ,7,-1

Support for the program,took*different forms. Some ftincipAls' enrolled '

inj)rograms on a -time. basis, while others applied to 'participate in

tile entire program. Some principali gave written endorsement, but offered
i f . .

, .
little followup or encouragethent to participating staff. One princiapl

provided a participating teacher from his building two hours per day

.kekase time from the c1aSsro6m'to utilize his skills with teachers

and student's An the building. All principals who had staff participating

in the.program openly encouraged the participation'by: a) proOiding
--.. .-.

i release,tirge rfrombullditg:asilvnments to attend workshops condUcted
,

': .

during the school day; and b) alrbwing participants to be absent from

. ,
s

the building'to do consultation,with other'school staff of organizations.

,.

In addiii6ff; -Sigiren services adminiitrator.s were Supportive of staff participation
\

nand provided time:at regional meetings for participating stakf,to -share -.

.

with -others the nature of. their involvement .and the skiiiiis being acquired.
1

FolloWing conditions o
,

.,

ned by NWREL; leach, 4taff,themter who_

enrolle in one or more'PODS components had the written endorsement of'.:

his/her building principal. ,ach region'y deputy superintendent signed,

6 4
endorsement letters whfth were sent to building principals. The deputy

A

superintendent 'for instructional service allocated $4000 from his budget

to, purchase necessary materials for conducting staff workshops.

5%,
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Through a comilinttion of local and NMREL re urces, 18 Norport School

District staff coripleted'PODS; this was the nu ber projected by the Planning

Committee in 19,73. Six more Completed ak except Preparing EdUcational..

, TraininConsultants-III. The 18 who soMpleted PODS provided training' in .

. -

NorthwestRegion 1 Educational Laboratbry'is programs for apprAimately

7,00 other Norport School bistrt,ct staff.Y,In November, 1974, Social Conflict

. and Negotivke ProblemlSolving wasoffered to the participarits'selectelif
, . /,' .

Y ' , ._,
-to*complete pops. TWQ Preparing,Educational Train Consultants -II work-

shops were conducned in Detember yid January. Arrangements_wdre M.adettn
.

.

offer Preparing Educational Training Consultants-III training in Noeport
, .

f'or the 20 members remaining in the program. The Preparing Educatio(nal

Teainina nConsultants-III tr,liing was provided between November 21, 1974

and July 11, 1975. ,able 2 on the following page. shows the breakdown .by

occupational category of participants who attended the training.
.

Thirty of the 50 persons' completing Preparing Educational Training

Consultants-I indicated interest in continuing; sixof these were eliminated
2"*.

fcr fai4ure to complete the contractsfor persona,1 growth negotiated with

the senior trainers and project director. Only one of the six candidatei-

eliminated,cont&s,ted the referent cfiteria and this matter was dealt with
.

.._ .
.

.on a personal basis. One person eliminated himself during Preparing .

/-

Educsat-ibnal Training Consultants-II. training, and two othgrs elim nal.ed

hemselves daring Preparing Educational Training Consultants- III;'.a ourth

Ar,ticipant left the progiam for sabbatical leave between Preparing'

Elucation,a1 Training Consultants -II and Preparing Educational Training

.1Consultants-III. As theVrainipg:progressed,-William Ward continued td

meet with the Planning Committee todiscuss ways in whictiplans could move

ahead t4n. involve Norport School District personnel Sn the-final field testing

of Preparing Educational TrainingConsultants-II,and the continued develop-

meTit of Preparing Educational Training Consultants-III and Social Conflict and

7 4
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and Negotiative Problem Solving. As of this writing, 2Ipersons have

completed Preparing Educational Training Consultants-II as part of the

fi, 00! test conducted by Northwest Regional Educational Laboratory.

Critical Incidents

During the Preparing Educational Training Consultants-III training

in April 1975, the Norport School-District's annual operating levy request

for 52.5 million dollars was rejected by voters for the second and finil

time. The district initiated ,mmediate measures to protect itself under

'terms of existing estate regulations, by announcing non-renewal' of approx-

imately 1,7Q0 certificated teaching/adminis.trative positions, -curtailing .

further financial expenditures and canceling most inservice training

programs.

Of the 18 participants_in Preparing Educational Trai

r1(

ing Consultants-

,II, onlY 3 were advised that they would likely be returned to classroom

assignments. A number of participants questioned continuing with the

training programs. runds for substitutes for the two teachers participating

in the training were frozen. Subsequ inte'ention by the installer

resulted in the restoration of substitute funds for one teacher not receiving

notice of non-renewal. Substitute funds for the teacher=- receiving non-renewal

notice werenot restored; however, this person was resourceful and was able to

participate in-the remaining training exercises. Approval was given by the

-Deputv Superintendeni to continue' the training program -to completion, but -.

:it-lout commitment of any additional funds.

With the app.roval to continue training, participants' spirits were

restored, and workshop activities seemed to have a more serious flavor

than previously. There was free floating armiety and uncertainty about

future employment LAssibilities among the participants. .E.mering fieom

, this, however, wasja realization for many that the skills and techniques

being learned might be_a means to future sources of. support and

pfofessionar endealioUr. Thus, for many,] the PODS. training was viewed

as the "bridge over troubled water."

7, 6



EVALLATIdN

mac evaluation instruments were employed during the PODS training. One

was a modified version of an assessment form provided by the Norport School

Di%trict Office of ,Staff Development. This was used for Group Process Skills

;,-orksh:Sps. The second evaluation instrument was the growth-rating form used.

by Preparing Educational" raining Consultants-1 trainees to evaluate personal

behavior and growth. The "field-test" status of much of the training along

with a Northwest Regional Educational Laboratory "impact st " being conducted

in the System op Group Process Skills and Interpersonal Influ nce at the same

time promised ic yield sufficint data from which generalizations to the local

situation could,b4Poioffered.

sing,the following scale IVO Group Process Skills participants were asked

resp:,nd to four questions:

4

Not relevant Somewhat Very Questions
relevant relevant 2,3,4

r 2 3 ' 4 5 6 7 8 9 10 11 12 13 14 15

Not as good Similar Better Question 1

1. How would you rate this workshop as compared with other
workshops in which you have participated?

How would You rate the workshop as related to your needs
and expectations?

3. now would you rate this workshop in terms-of applying
-the knowledge and/or skills in your work setting?

4. How would yoU rate this workshop as having relevance for
the Seattle School District?

Figure __1__ below shows the results from the 109 participants who responded

1.

2.

3.

4.

Avg.
3

Figure 1: Group Process Skills Participant Responses

Not Somewhat Very
Relevant' Relevant Relevant

7%

1%

3%

'0%

39% 54%

12: -87%

20% 77%

76%

2.75% 7 23.757 .73.507.
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Preparing Educational Training Consultants-I trainers were asked to

assume responSibility for. their own self assessment as a means of identifying,

skills and behavicirs to be acquired prior to continued

a

participation in PODS.
. _

During Preparing Educational Training Consultants-I, participants were
r-- ,

acq 4ented with the purpose and objectives of tht Growth Rating Form.. Each

is--

participant was given three sets of rating forms. One form was completed by

the participant. The, second set was completed by a colleague of the. partici-

pant's choice, and the third was completed by the participants in consultation

with the workshop trainer. Ilia participant and trainer then assessed the

resIts and identified the means through which the-participant could acquire

the prerequisite skills desirable for continued participation in the program:

As explained earlier, the program deSign specified that only 24 of the

50 Preparing Educational Training Consultants-I participants would continue

into Preparing Educational Training Consultants-II. Prior to installation
II

of Preparing Educational Training Consultants -Il, only 25 of the Preparing

Educational Training Consultants-I trainees judged themselves prepared to

continue in the PODS program The optimism and didication to the rigorous

schedule among those who did continue were impressive. No siecific data

were collected as to the impact of the total PODS program on the Norport

system. Howeverit seems plausible to infer from participant support of
du

the training that theT;*em not-only fulfilled individual needs, 134 also.

provided participants the support andwherii.Athal4 to effectively intervene

Within the system.

. .

Despite the levy loss during the Preparing Educationa Training.

Consultants-III training and the implications of it for:both participants

and the system, the enthusiasm of the trainees remained high. M3reover,.

the loss provided unexpected ,opportunities for trainees to experience and

integrate the concepts advanced during the PODS. training. Here, at fiKst

. 7:1 69
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hand, particiiants witnessed and experienced a system struggling to

maintain its:,-life-blood. Therewere disparaging comments when the issues

involved suddenly took on a very personal nature; but throughout the

resulting circus of events, participants' determination to conceptualize

what was occurring remained priority.

Perceived Outcomes

The Most significant results of PODS training at Norport involve
'

not the extent of organizational change, but rather the changes in the

beliefs, attitudes,'values and understandings of the trainees. Post-
.

training interviews with a random sample of participants revealed that

personal growth, awareness and a higher level conceptualization of

"organizational change processes were the most frequ4ptly mentioned ,

perceived outcomes. Most of the'participants viewed themselves as

more skilled and more competent to make entry into systems to( do. OD

work.

Practioners and astute observers alike have-epotted distinctions

between those who participated in the program and those who did nor...

Those trainedtrained were perceived as more assertive in defining their roles,

more open to taking risks, able to take more active roles in meetings,

and more assertive in one-to-one relationships. They were also better -

able to identify strategies and processes used by cone-lopes.

PODS_participants were able to identify 'Systems_problems tnat could_

not solved by existing strutures. Thby recognized and identified-

organizational resistance t- o- change and OD training, and guegtioned the,

4k
potential for change iniurban edricational systems.- They learned through

experience the constraints organizations place on internal consultants.

ThEy raised perplexing questions, sought data, shared ideas with one another,

70
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ques/ioned functions, experimented with different roles for themselves,

and sought in OD JActer ture the methodology and sthe theory to support

1
their emerging views of organizaticins.

-

Relationship of PODS Training to Norport Scthool District

Two major goals of the Norport client system are to provide full

racial integration and to create among staff and studsents an appreciation

; for and understanding of the value bf cultural pluralism. While

expressions of racism and bigotry are seldom heard,, there is ample

evidende from behavioral observationof some staff an(Jstudents.Of an

underlying attitude of white superiority.

Norport Schap]. District has created a number of organizations to

deal, with issues underlying the attitudes of students apd staff toward

each other.. While these organizations are responsible for some changes

in attitudes, stereotypic behaviors and attitudes con4nue to prevail.

Co4lectively these organizations have the-'staff, resource and expertise

Is
to effect change. CoiordinatLon in and among the variousrganftAtions

could enhance the impact that there organizatfbns might have on- staff

and student_ populations.

Staff are now provided .the opportty to attend a 40-hour humaill

relations workshop. At these workshops, participints are grouped with

others from their'home schools andprovided assistance and time to

, //". develop action plans for modifying their schools' racial environments.
4 -

Technically, the training staff are to: a) provide ongoing consultation

and follow-up to'these school cadre; and"b) to provide ongoing coordination

for human rel tions` awareness activities within the system.



4 4'

The lack of coordination among the units comprising the Human Relatio

Task Force'4s resulted in partial goal achievement and'grogram implementation.
k

This condition has resulted in several problems. First, it has reduced,

the'affectiveness of the Task Eorce to focus on priorityrdistrict .problems.

Second, it has led to the proliferation of additional programs, many of

which receive federal support monies: -These, in turn, hgve exacerbated the

difficulties in coordination of integration programs.

CONCLUSIONS AND.RECOMMEgDAIIIII

During the''process of installing PODS in an urban educaxiona system

where OD work was a relatively untried. concept, it became apparent hat

while a n for change was openly acknowledged, there wastli9ttle consensus

as to, workable solutions beyond trying PODS. The use of intern -1 resources

*

to.promote Change was viewed with some skepticism.- Expe.r traditionally

have come from outside the system and-there,was only scant evidence -

that Norpdrt staff knew how to make effective_yse of consultation.

Experts were generally viewed as people Who hadthe answers, rather

than 'as advocates of processes that permitted staff to identify and

deal With issues of their own concern.

Issues arose,around "credentials" of14ainees; after all, only

yesterday'-these same people were ofte4 perceived as no more skilled
- (

than any other teacher, adoinistrator or student sea-vices worker.JIAn

implication of this was a questioning of roles that trainees began to

assume. This is a desirable question, in view of the-doncerns which lead

.05 the installation .of the PODS system. Before this 1sue.could be

adequately addressed, however,the system-was conf)onted with failure

of its annual levy. The subsequent redultions in staff made the issue

a moot one .
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lb The heed the trairns served were not eliminatAtInly the loss.' of
.. 4 CI,

finariai'support. If anything, thewere exacerbated#,But with severely

.
limlted respurcOs, the priority' of the system leVerted*to, prdviding a

4,1

basic educ4tional program. With no relief in sight in,the immediate

future and.w4t4 most of the personnel who received training no Monger
.

.

. . , ; .
.

in the system, the
'
fufUre of

'

OB workiiiI n.the Norport Public Schools appears
.

.
,

e

d-im.

The systemts inteAlial installer seriously questions at what level

L < in the a0Pizatich one should make initial contracutal agreements in
e , 4 ip ..

order to 'IluccelTd. H now recommends that: a) the contract be negotiated

-,
.

.
-with.the bdard Of'educ-dtioniart the' superintendent; and b) &team of A

, .6

\ O.

'V ">"-- , exerol OD csnsttlants' (see Cilapterl ) be employed' at thdo'Outse.t
,...-- . .

I

-

to collect, and analyze data to help the board and the '1.1perAjlieendent

'e.c. identify' the, need 'fol. change; before the training is ufiderway. In ,
114

. . ,
. -.44,

'''''' thic. ay, the trainees could serve as research associates with the 1

--- . ._

,);

exter al,OD consultants. Cn addition, trainees would probably 4irqict

their pract-Acum irOjtcts toward theproblTs and issues:drmed more
.

critical.by the ipard andsuperintenclent. With titig legitimacy question
..

.:. .. : At
answerer Arly, the PODS training tould-have, adimuch gremter chance of
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I.

NATTER '4'
PROVIDING INTERNAL ORGANI4ATIOIAL DEVELOPMENT
CAPABILITIES IN A SUBURBAN kgOOL DISTRICT

.

ThepurpOse Of this case study is'Io describe the actions and

4

&vents involved 4.11 efforts to implement an Internal educational training

consultant program in the Capitol County Public Schools. Capitol

County is a large suburban school district located in the.Southwest. It

dpart of a major metropolitan area. Capitol County is formerly rural

.

areettat experienced rapid residential Irototh during the 1950's and
ill-

1960's. Now it is predominantly a "whites.,mid4R1 class . residential
/

tb
c ,

district of approXimately 400 square miles--with.a population 1T--a-bout ove

500,000. The 1974 median family income was approxia tely $21,poo.
_..

. &

Th4 SAlhool district isdirebted by a, schOol board whose 11 members

are appointed by an elected county board of supervisors. The school
4

board selectS the school superintendent.' There are approximately135

40 elementary schools, 22 'intermediateschools, 22 hiih sCh6ols and 4

secondary (grades 7-12) schools serving a population of 137,000 students.

Elementary schools range in Size from 200-1000 pupila. Iniatediate

Schools4hdVe from 800 tk.1400 students. High,school populatiens range
<

0

from 1000-4000,studenta.: In addition, there are several Special')

Education Cencei-Sethat.serve the physically, emotionally and mentally .

handiapped.. p
The School. district is decentralized. Each of its four.teo raphic

.
..

.

area has an Are,a Superin&ndent who is responsible for managing approX-
,,

. 1-3
.

'.,
.

imately.45 schools and 35,000 students.

,

1,1
Each Area Superintendent has

. ..

Staff of about 20. The school: district employs approximately 8,000
-..low

.

, certificated-educational personnel and 6,000 sUppsort service personnel.
0

t
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. Of these 14,00,1pi Approximately 6,900 are teachers an 700 are administra

tive or managerial personnel. The central office staff provides the

administrative- and staff functions for the superintendent; it consists

of offices for Personnel, Curriculum, tuppCrt Services, School Construction,

Finance, School Commun.ity Relations, Planning Services, Human Relations

and Administtation (see Figure 1).

Area offices are composed of Content Subject Area Specialist,

Specialist' ini Budget, Transportation, Media,, Ppil ServiceSo.rFood.Services,

,Plant Operations and Special Education. In additioh, each area has a

four to sixmember staff development team. The ,teams ,consist of former
4

classroom teachers who have been relieved ci''''their.class;'oom responsibil

ities for one to five years. Their purpose is to assist teachers in

improving.tbejnstructiOnal_programs.

Cepit61 County Puttc Schools providelits students with a quality

education. Over 78 percent of the graduating students Seek post high

school educations. The dropout,,rate.is less than 4 percent: There 1,s

high Standard _of achievement: 4apitol County Public SchwlS' students

k above the 50th perpentile rationally in standard'achievement.tests.

Moreover, some 1975 comqiunity surveys showed that,75 percent of the

ft

population support and are pleased with the performance of the school system.

Prior to 1970, the internal training and staff deve,lopment efforts
.

in Capitol County Public Schools Were limited primarily to conferences

and orientation sessions during the fall, evening college credit courses

for teachers, and gaff development programs ft.teechers and principals

during the summer. In 1965 an Office of 410ff:Development was organized

under th&'direction of the Personnel' DepAtment, ,In the'beginping, its

staff development functions wveFonfined to, establishing relattionships
"' - .

with local universitiesolmdeproviding college credit offerings for

76
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employees. Many other' staff dewlap gent and training functions were,
.

developed, implementeC and maintainaqby other, departments in the central

. .

111 )
-,~0...

area offices.

,

As the system matured and as its staff development efforts became,*

more sophisticated, staff in the Office of Staff Development and Training

determined that the'follOwing district needs existed
.4

1. To develbp.a, coordinat.edestaff development effort where.
the efforts9f the various subunits pf tEe organization
comprrent one another

2.. To inc. ease the' degree of Communication and-joint

planning among the various units Tlanning staff develop-
ment and training functions

3. To implement a systematic apprOach to planning,
implementing.and evaluating staff development and
training-functions

4. To prol4de a mariagemerit training 1pflo-gram to assist
in improving the efficiency 'an& effectiveness pf the
lieeand staff members within the system

In the laz,e 1960's arid early ,1970's, it was the perception of

OSDT personnel that the problems and needs accompanying the staff
4

.development andikaining functions were applicable to many other

functions within ttia These typical organizational and

bureaucratic problems existed:

7C

1. "Turf" or,territory issues, resulting in competitiOn
among tht Various subunits

2...Poor 'communication' both amorigt_pears and vertically
along the chain',of Command

.
,. p ,

.

3. Preval?vce of "th4 squeaky wheellgeei the grease"
Odecision Making

.

o .

, ...

4. tack of clear role classi idatiOn
, ,,f

5: Few cle'ar",lineS of Power d authority
i

6. Unclav goals and organizational objectives
- *

.
it

7. "Thirection of-staff energies toward itn7house

arguments and maintenance cg secrecy,

H 0
()

,1.
J Ai

1

1

a.

t

kr



8. yon- merit -based hiring critaiati

1:

. ..
,

..

9. Presures to operate without providing adequate
olannirig and preparation for change

p.. ,!, '.

10. Uncoordinated: imprementatio&_of ;{dried programs;
leach' toa Fmultitude odirectiops lacking in
continu'ty and cowman purpftes t

./ I.

11. Breakdown in employee morale due to an .ineffective
evaluation system, causing misunderstandings of s
advancements and rewards

12. Unconstructive management of conflict
,

jor identified needs included:_ a) an efficient planning and budgeting

procss; ;)a human relations program; c) new, alternative ways of

educating students; and d) diminishing the discipline problem.

THE CAPITOL COUNTY PUBLIC SCHOOLS STAFF DfVELOP. ENT PROGRAM1t-2--

The stated mission of 1.1e,Capitol County Public Schoo s is: ,"to

share in the community's responsibility for the development of each
."'

student into a Citizen-who can stand confidently, articipate-flally,

learntcontinually, and contribute positively in his/herworld." As a

result of this statemenk, the following nine goals have been formulated
111

for the district:

4

1. To insurelthat each student deveiOps proficiency in
basic academic skills

2. To insure that each stud t develoPs,the capacity to
'recog ze, confront, and e.with the social, economic,
aid tical,problems of unknown future

3. To insure developientof each student's individuality
' within the context of social responsibility

% . .

.

4. To insure for each student access to partic ion .

.0.
in cultIrl arts and ph);sical activity experftnces

' ::_.

. ,--

. - ..
t,

5. To insure that each studdht develops41410:enal knowledge
and habits that contribute pl physic4I-44-ient41 health

11C
;e.-

t 'k
79



444

f

6. To insure the development of positive interpersonal
relationships among students, staff and community

7. insure that staff,- students, parents and other
citizens areaffvded maximum feasible,participation
in the development and evaluation ofprograms and
policies that meet the educational needs of the
community

d. To insure maximum effectiveness io the allocation
of human resources

9. To insure max mum efficiency in the .utilization of
material resources

Acc&.rdi,ng to the capitol County Public Schools policy, all school

division plans and programs are to be designed and implemented to pursue

one or more of These goals, as applic4ble at the local school or admini-

strative office level. The planning process to be used is described in

a planning manual distributed by the school district.

i

HISTORICAL ANTECEDENTS

During the early 1970's tie Office of Staff nevelopment and Training

was given responsibility for: 'a) developing and implementing a manage-

ment traj4ing pr8gram; and b) improving the coordination Of staff
A

. development and training efforts within the distriCt. Other district

units were assigned the tasks of clarifying roles and'lines of authority,

implementing.a management and planning system and improving human relations

Within the district. Human relations efforts were to be developed that

a

would help decresse-prOblems of racism, sexism anediscdpline.

In addition to'the assigned responsibilities,,the Offide of Staff

DeIeloment and Training, on its own initiative, took on the asks of:

a) improving the qualty'of training by exploring alternative-ways of

( raining.ttainers;\0\pursuing aliernatives,for helping resolve conflict,

competition and distrust ;within the district; c) developing beans for

30
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improving communications and,the sharing of information for planning

staff development and trainding functions; and d) attempting to apply a

systeMs approach to the development, impleMentation and evaluation of

training functions.

The first effort of the Office-of Staff Development and Training
=

was to apply a systems approach to management training occurred-during

the'1971-72 school year. During that year, representatives of the

various units (areas, central*office and principals) met frequently

to determine training needs. -Based on the representatives' perce ed

needs, they implemented a pilot management traininteffortfor a otal

of 120 managers during the spring of 1972. Sessions were offered in

assessing school needs, observation skills, leadership, and interview

skills.

Following each s4ssion, participants complete an evaluation form.

This input provided information on additional training needs of managers

aka
within the district. As a result, other-lnservice topics were developed

and offered to over 300 managers in the 1972-73.school year. These
4,

included: -dealing with communitylsentiments, evaluation, improving dr

interpersonal relatIons, utilization of human resources, legal aspects__

of education, improving the training process, and grAvance procedures.

Continuing fftedback from the 1972173 participants led.to a

reorganizationoof the offerings for 1973-74 and improvement of the

level of training evaluation. During that third yea , 14 courses were

offered: interview,s.kills, eyaluation4 assessing sc ool needS,

observation skids, leadership, decision making and conflict ,management,

employee motivation and introduction to OD, Research Utilizing Problem

Solving, Intepersonal Communications,'Group Process Skills, under-
4. x.

stand-ing_unconstiotkliscriminaeory behavior, grievance proceduxes,
t .
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a

community expectations, and legal aspects of education. These were

organized around the fOur basic menageMent training areas of personnel

management, human side of management, race and sex bias, and technical

aspects of management.

The evaluation design included identifying behavioral objective's

for each course. Participants were asked, on-a pre/post basis for their

reactions to their level of*,ierformance in meeting these objectives

prior to training, versus their performance capability following the

training. In addition, each course was subjectively evaluated by each

participant immediately following training. s

Some of the primary concerns in offering this type of management

training program included:

1. A need for sequence:toward terminallareer ends, as
opposed.to a cafeteria style of offering'

2. Emphasis on behavioral aspects of management and the
resultant tendency to neglectrthe scientific principles
of managing efficiently and effectively

3. Uncertainty regardihg participant selection ,criteria

4. Inability to determine ther skil4 learned fri
training were beitig app d later on the job

5. The effect the organizational climate had on
reinforcing the application of neFly acpired,
skills

6. Uncertainty as to whether the skills s ed in
. training were the ones most needed 'by the m nag ers

in improving their 'levels of performance

.

In addition
:

to these concerns was the fact that prior to 1972

Capitol still had not implemetted,an internal program to train tArs.
4.

' Instead, external consultants were utilized. Not only was this expensive,

but there were not internal'staff trained to help sstem-employces deal

with the problem's/needs id ntified earlier. 'Moreover, Capitol ha4r
0

capability fcr helping trainees utilize new skills.

32,
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As a result of these perceived needs, Capitol began exploring

alternative wys to develop -an. internal training c pacity.

explordtory efforts of, the 9SD/T staff involved reviewing mailable
AP

alternatives. The program they were seeking would train internal Staff

to effectively apply a'systems approath to designing, implementing and

evaluati training and to utilize group process skills in providing

experienced based learning for trainees. In addition, the internal

trainers could serve as consultant /trainers to-the organization in

meeting the perceived system needs identified above.

Office of 'Staff Development and Training staff sought the opinion

of managers and teachers on several questions:
A

1. Do these, needs actually exist in the district? ,

x

2. Would the system benefit from having personnel
trained to utilize the skills needed to solve the
pibblems?

.,,
, ,

o
3t Could the 'supervisor, manager or teacher use these

skills to improve her/his own perforance?

2 ,

4. How could or would Mork on these_isTues improve
the education of

Records 'were,not maintained on

was ansystematic metikd t. ..r ed. However, based on peri
- x .

. .

ceived 'reactions, 4esel0e4as were verified by almost'all' employees.

umber of employees questioned, nor

interviewed. .
I , 1111..

ca

uring their eikpioration the Office-of Staff-bevelopMent1 arid. 't
4

e. 0 .
Training staff contacted several universities apd private consultants. .

.

They found generally that the capability ex.sted for consultants to

.-

'design unique training experiences to -fit ,Capitol's needs; however, the

Aosts would be extensive, due to the time: involved in the assetssment,
. IP 4

, .. .

desigh; all evaluation of such a program.

J.
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IMPLEMEATION STRATEGY 41

In the early fall 4 1973, an area superintendent implemented a

4 /4 '

-mod.

five day Northwest Regional Educational Laboratory training program

entitIld_Research Utilizing Problem Solving. /Twenty-four selected area

staff, principals an4 assistant principals attended. During the week
A ) 4

of training, the aria supeintenden o tacted Office of Staff Develop-

ment and Training personnel. He asked them to visit and observe the

program and,to xliscuss it with Dr. Cdilliu Ward, the"Northwest Regional

Educational Laboratory representativig.andirainer. An Office of Staff

o
Development and Training representitive complied with the request, and

also talked with participants in the Research Utilizing Problem Solving

program,

The ReSearch Utilizing Problem Solving participants were very

enthusiastic and complementary ofthe wining,, and the Superintendent

,.. A- , .

as very,interested in pursuing implementation of the PODS program, in

her area. However, the cost involved prevented her from,,completing

the entire program in her area; she felt a country-vide.program would

be the only possible means of implementation. Offi4 of Staff Develop-

ment and Training staff were Itewhat skeptical of tt.,ability of

pre-packaged programs to meet the spAePtfic needs of 'Capitol County

Public Schools. They were also concerned about Salesmanship oriented

programs and their costs.

.InitiaiExploratoeyMeetings

/4
At this stage it seemed important that the Office of Staff Develop-

.ment and Training not endorser the program. Rather, it could be most

helpful by providing a procesihrich world involve representatives from

the various system offices in problem-solving discuiSions on the merits

and potential benefits of P015611% The Office of Staff *Development and



A

Training staff wanted to be the vehicle for: a) communicating the

recommendation of unit reprdsentatives; n b) encouraging ea .h repre-

sentative to seek htr/his unit assistant superintendent's' opinion

before deciding whether CO implement NWRtL's progran'is. It seemed

critical that the Office of Staff. Developmentjah)jraining "staff model

. A....--*

cooperative problem solving'behavior, and not use the progtam as a

mechanism to gain power and influence in the system.

To initiate the series of meetings, thy' Office of Staff Development

and Training staff contacted those area and central office personnel

.with whom they had close working relationships and with whom they had

scussed district training needs. ,Representatives from each area and

entral office staff were asked'to attend a meOineWith the Area I

Superintendent and Ward to: a) learn about the Northwest Regional

Educational Laboratory program; and b) see whether it would'meet the

needs of the district..
1 .

In making these contacts, the Office-of StaSf Development and

Training staff discovered Nat two area representatives were already

familiar with Northwest Regional Eduational Laboratory's work and had
,

participated in one of its programs. Both were asked t'9 attend'a

preliminary meeting,wth Ward, to share their perceptions of the value

of the training. Had their experiences been negative, they probably f,

would urge tjat the program not be implemented, ox request additional

evaluative data prier to the representative's'. meeting. However, these

two representatives were positive after 14ard's explanation of PODS,

an encouraged the Office of Staff Development and Training staff to

continyt plans to meet with other area' representatives.

The Office of Staff Development and Training staff felt that

.41alternatives fer funding the, program iwceuld,be 4aru9 e informatiop for

,.-pt
16.

(It'40:
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the meting of all office representatives. In ppparation for that, they

4
arranged interim meetings with coXlege representatives to explore whether

Northwest Regional Educational Laboratory program.could be offered for

college credit,crgdit, with the cost bein ar,4anged through the county tuition

reimbursement program.

A solution regarding payme t for the system was reached. For the

time being, it was assumed that a local university wouldaffer the

cour s for credit and consider,them applicable to a doctorate program.

1
.

Capitol County Public SchoolAhad available. approximately $180,000 per

year to pay employees' tuition for college courses. If a local insti

tution would tgree to allow credit for the courses, then Capitol'

County ly)lic Schools could utilize the tuition reimburaement

to pay for the first court for each participant. Then as courses wlre

I

reoffered,i district staff would be us ed as instructors;the

9'

tuition cost of the inst uctor's salary would be used to pay NWREL for
- 4

proViding the courses. ,This would also provide sufficient funds to pay

the sponsoring university's overhead., Finally, participants wovld pay

their own materia,l. fees.

An example of the available revenue is shown by the implementation

of the Preparing Educational Training Consultants:. Skills Trainert

class. The cast chargod: the system by Northwest Regional Educational"

Laboratory was $10,700. Twentylfour persons were trained tq'train

others in Group Process Skills.

During the summer of 1974, Capitol ran its star ard summer staff

:development program to improve teacher perfqrmance. A local university

ttached credit toithe Group' Process Skills program 'capitol County

(7
ublic Schools furrtished the instructor. Standard tuition Would:have I,

been $79.007 But since Capitol County Public Schools staff 'served as'
...-

8

,P

V
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A

instructors, the district paid only aboLt S18.00 per participant to qr.

the .university for registration an4,prr4t4-sing credit This left a

balance of $52.00 pei enrolle to be paid by the tuition reimbursement.

program.to Northwest.Regional,Educational Laboratory.

TheiNice of Staff Development and Training had established

positive relationships with representatives from various ,colleges, by

organizingTany experiences for college credi. for Capitol empioyeeS.

Harry Neal of the Office of Staff DeVeldpment and Training staff

decided that the university most likely rdibe interested in this
'

program would, be one that could offera doCtorate degree, and was

willing to be flexible in offering programs to meet unique needs.

He contacted - representatives from universities to seek their opinions

as to, whether Lab programs could be offered for credit. The/reply was

positive, and the preliminary work for the meeting with the Northwest

Regional' Educational Laboratory, Office of Staff Development and

Training and capitol County Public Schools representatives was finished.

ystem Review of PODS

1P
Meetings with the Capitol County Pilblic Schools representatives

began in January, 1.374...After the representatives discussed the merits

of the- program and ,explored Capitol Cpunty Public Schools'- needs, the

111

Office af Staff Development and Training were readyto recommend that
2"/IV-

- PODS be implemented. The Office of Staff Development and Training

would examine-participants!'reactions-to thiperaining at the completion

-of each component. -Evaluation of the program's merits would be based

On three questions:

,

1. Can skills be utiliiid to. improve personal job
performance?

'

-
-:-.

2. Are the training capabilities being used to train ..

others?

4 -87



3. What impact is the turn around training having?,

They .ispohld cinue with PODS as long as it seemed to be beneficial and

showred potential for improving the system,

The next step was to seek approvaisfrom top Capitol County Public
. ,

Schools' administration to Implement the program. Staff began the task,

of preparing .a. PresentatiOn_end making plans topresent,it to the super
, 1

intendent ,and his staff. The superintendent's st°aff members had already

been informed GA& the interest in the program. They..had met with each of

1
their representatives, who in turn,had explained the program to their

bosses.

Neal prepared a presentation to: a) explain the needs of the

system as perceived by many of its employees; b) identify the expected

out omes ofKPODS; c) explain the'components and the cost implications;

) explain alternative ways of paying forthe program; and e) recommend

that PODS be implemented on a trial basis. He then briefed his immediate
-v

supervisor and his superior, the Assistant Superintendent fOr Personnel
4

Seivces. Both of his superiors were extremely pleased with the group's

efforts. They mtde some suggestions for improving the presentation, .

and encouraged Neal to take it to the associate superintendent for

personnel and instruction.

The ssociate superint'endent was also supportive, and made further

suggestions on how to,imarove-the briefing in preparation-for meeting

with the superintendent. Neal and-his supervisors ,held a final dry

run briefing. Finally, they met with the superintendent. The superin

tendent would not give his approval.- Rather, he asked that his staff

be briefed and tinat they mkpke the decision on whether to implement

PODS.

33
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. he hrieffng to the superintendent's staff went very well. it,was

.eal's feeling that the groundwork done with each of the superinteadent

statr member representatives had been very helpful. As a result, hey

had some understanding of the intent of the program as well as a sense

of the needs, identified. There were no dissenters among the superinv

tendent's Staff. They seemed to have, without voting and without full
>

consensus, a concurrence to implement the first PODS component on a trial

basis. At least they operated as if that were the case.

Following the briefings, a memorandum was sent tote superintendent,

asking offi"cal approval to implement the program and explaining in more

detail the expected outcomes and strategies for .itplementation. Written

approval was received from the superintendent. Each member of the super-

intendent's staff was sent a communication that:

1. Requested ideTification of staff selected to_become
members of the tadre and to participate in the three
year training period

2. Explainedfeach Northwest Regional Educational Laboratory
course

3. Explained how the system could be funded through the
tuition reimbursement program

4, Outlined steps for linking the training to.arddctoral
program

Oveeta period, of a month, the names of the participants frOm each

area and central office department were received. Several briefings

were held with interested participants to give further explanation

regarding program sequence, outcomes and investments. As a,-final step,

communciation identifying the targtt data and specific details of the
4

first training effort,,Ipterpersonal,COmmunications, was forwarded to

all participants.

11
A
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Key Issues of Implementation

The steps and rationale for exploring the Northwest Regional

Educati1nal Laboratory Program with each leVel of the Capitol County

Public Schools hierarchy were discussed in the preceding two sections.

As explained above, one ke,y ingredient in the decision making process'

was that, each member of the superintendent's staff had a representative

who was influential on the original exploratory task force.

Another critical issue in the installation process was the system's.

access_to a 1pcal college or university that could offer credit for-the

Northwest Regional Educational Laboratory. experiences. This was

crucial, since the plan was to'pay for the program by utilizing funds

available for college credit courses taken by employees. It was also

a factor in motivating- employees to participate in the program.

.

Moreover, it would take approximately three years anti" -ever 600

hours of training for the 24 selegted participants to complete the

PODS .program. Thus Capitol Sch ols managers desired to involve a local

university.from the beginning, hoping they might offer credit that

tould be applied toward a doctorate in education. Following their

initial exploratory meeting, Office of Staff Development and Training

staff began a series of other meetings with.Central representatives.

During that fall of 1973, Capitol County Public SChools was contacted

1

by Central representatives, including the Dean of Educatian." A close

'working relationship' developed with the university representative and

Off -ice of Staff Developmerit and Training staff felt Central would be

the university most likelyto join with them'in this project:

Neal contacted a Central representative to arranBe a second meeting

between Central and several Capitol employees who had been on thR

original task force. Specific requests for credit courses and

4;90
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application,of PODS credits toward a doctorate in education wee made;'

The results of the meeting were very encouraging.

Arranging credit for the first two courses, Intpersonal Communications

and Research Ctilizing,Problem Salving, was fairly simple. Central

'University was sent the necessary material regarding lour objectives,

content and instructor qualifications. Central appraise these coursest

and instructors for credit within several weeks.

The third key implementation- issue, participation selection,

became a more involved and lengthy process. First, the staff at Office

of Staff DevelopMent and Training prepared written correspondence on

cost and descriptions of courses for_the superintendent and his staff.

For maximum impact on the system, each unit had a designated number of

slots for participants based on unit size and responsibility. The

number designated in the correspondence was Mtermined by the Office

of Staff Development and Training,',and each office knew the-number of

positions given to the others. ,Superintendent staff members selected

their otwnprogram representatives., This provided maximum involvement

and accountability for utilizing the newly trained staff members within

each area of responsibility.- It also helped, ovide systemwide cOmit

ment, ownership and involvement with the'program.

The names of staff members were received from the area and assistant

superintendents. , Tach'partfttpant was.then notified of the first

offering., Ob iOusly not all who were interested in the program could

.particiaate.as members of the first group to be trained. Consequently,

the Office o Staff Development and Training staff felt'ceetain there

were some negative feelings about the Selection; however,
,t
hese were

never brought to their attention. This lack of openness -was attributed

to fact that. the.superintendent's-staff made the selection, even

91
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though..there was clear understanding in the beginning as-to the ratdonale

for selection. Furthermore, the authority g6re in'each administrative'

area way the decision maker.

There were also some recommended criteria for, selection. The

1

Office of Staff Development and Training staff recommended that ,person-

nel who serves in staff capacity be selected in.the first group. This

entailed seliecting personnel who serve as trainers and consultants to

,line staff. The reasons for this were thatt -a) staff personnal already

perfortn training

likely to utilize hi newly acquired skills; c) they were the ones who
, .

could best be proded,release time to.be trained and to train others;

',and d) they were the primary decision makers on_what and how, staff

development activities, would be offered.

consultant tasks in their jogs; b) they were more

SYSTEM TRAINING

Training for the cadre of 24 Capitol.CoUnty Public Schools staff

began with a week -long Interpersonal Communications workshop in the

, spring of 1973. Research Utilizing Problem Solving was conducted one

month later. Preparing Educational Training Consltants: Skills
I

Trainers was held in the summer of 1974. The suttmeF ste7f development

program, attended' by 400 stafff in various courses, was utilized to

provide turn around training. Preparing,Educational Training Consult-
.

ants: Consulting and Social Conflict and Negotiative Problem Solving

were conducted during the winter of 1975.

s ofJanuaty 1976, the Capitol City cadre had completed six if

th-e N rthw t Regional Educational Laboratory programs in thefollowing

order:', Interpersonal Communications, Research Utilizing Problem Solving,.
.(

Pfeparing E cltiopal Training Consultants: Skills Trainers, InterpL.sonal
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t

InflUence, Preparing4Eduational Training Consultants: Consu tin

Social Conflict and Negotiative Problem Solving. They thus have the

internal capacity to provide training in Interpe so al Communications,

Research UtiliziMg Problem Solving, Interpersonal lupce,'Preparipg

Educational Training Consultants: Skills TrainerS1 and Preparing

Educational Training Consultants: Consulting.

Of the original team of 24 staff who started the program, 21

remain with the group and two replacements have been added. they,occupyz

. '1
the following types of positions: associate superintendent, assistant

superintendent, area superintendent, area admilnistator, coordinator of

pupil personnel service, area subject specialist, coordinator special

education, director staff development and training, personnel super-

visor,.curriculUm specialists, research assistant, and visiting teachef.

Of the three personnel who....dopped the program, one resigned to work

in another state; the other two gave "too much time".as the reason

for dropping the program.

Approximately 536,000 have been spent to train the 24 team embers.

These 24 have trained approximately *600 other staff in Group Pr cess
I

Skills,.Interpersonal Communications and Interpersonal Influence (see

Table 1). Each ofthese trainees can serve as trainers in InterpersOhal
1

-Communications and Interpersonal Influence. Capitol is now planning to

start.training a second cadre of 24 by fall of 1976. The system will
;-,

have the internal capability to provide the same training to the new
,,

group that was gin en to the original 24; for only tht cost of the

materihls.

)everal major "spin-offs" resulting Trom the Cadre formation and

training have allowed the staff opportunitk'es.to work with other

lk
systems. In the eummer*of 1975, two Capitol saff*members assisted

1 93
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Cqpitol County Schook,
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Northwest Regional Educatibnal Laboratory staff in training Piepargng

Educatipnal Training. Cons;Iltants: Skills Trainers at .an out-of-state
,..

locatLon. At the same time, a third staff member served on an exchange

'basis with the Department of Housing andUrban Development, providing

Northwest Regional Educational Laboratory with an opportunity to.engage

in discussions with HUD training staff on the use of internal OD t;ain-
e

ing in HUD. Then in Decethber, 1975, two Capitol County public Schools

personnel assisted Nort.hwest Regional Educational Laboratory staff in

providing Interperslal Communications and Research Utilizing Problem

Solvirig tradning to school administrators in nearb)r Hayward County.
.

Participants' Reactions tb PODS

When the cadre started the,program in 19'74, it was anticipated that

.the eight PODS components Would be offered over a period of three years;

the selected personnel would participate in, a total of 90 days ofotrain-
.

ing 'through December, 19746. Following completion of Preparing Educational

Training Constltants: Consulting, Northwest Regional:Educational Lab-

4

oratoy was negotiating with Capitol County
0Public Schools to install

Preparing Educational Training Consultants: Organizational DeVelopment

and Organizational, Self-Renewal in 1976. Severli questions .raised

during th-6 negotiations.prompted the school district to survey PODS

participants regarding their teactkOns to. the training. The-questioni

naire used contained 12 open-ended questions, to which'participants
.

were asked to respond in detail. Seventeen Participants responded. ,At
i

the same time' of this sur , 77 workshops have been condired by the

participants completingPODS. Ten had provideePreparing'Educational

Training Consultants: Consulting type consultation for others in the

district,.in addition to their practicum (see able 2),,

1 0 ti
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'.., . .

FZ)r- the most part. the_dartiCipnnts
.

were satisfied with the N-WRI,F-- 4 w

1''

.r
training experiences. Some dissatisfaction, however, was expressed for

,

Social conflict and Negotlaties.PrDbI* em:'Solvin and:Research Uf±liztne -. Je.

4._ 4 1

"Pfoblem Solving. Isn.respcinse to the queSelon, "What do you view as the

major pufposes of PODS?", 2:8 major purposeswere ;identified. Nine
.

participants suuested.that the major purpose of!the program was to

v !bring abdut changes in the system through mini- consultant teajns. Six

hought the program was desighed to train a group of change agents for

s

.

organiiational ?e,lf-renewal.

The 'opportunit'y to obtaAggraduate.credit-with the possibility of
.

...,

a doctoral degree,, was the response given by 11 othe respondents to -

.', . -...

a question concerningthe trainees', expectations and mokives at the ,

,

1 1
beginning of the rprogram. On, anothet question, responses indicated that.

N
l 'ft

impro
t

% 11C.-
ved communication and interpersonal relations in general were teen

. .

in parti "pants as a result,of,S:ODS trainUig. Thus, the cadre' f in-

house consultants wolul r4ave. specific capiabllities for skills training .

. ,

. 1.

Iln interpersonal communications, problem solving techniques an4 group

........

.Process ?kills.
...

A ni.imber bf problems or obstacles were encollieted by the partici-

pants during their gaining, the training of others or in working with

Clients..- The greatest difficulty by far was,lith the encroachment of .

wetrk responsibilities on training, time and opportunities. Most of the

remaining problems-swere in the area.of -implementing training Jorkshops

for othe.rS, with 4ifficulty in obtaining release time, lack of central

°office support,,and po6r communication about `the program's availability.

. The respondents made several recommendations regarding partitipatiOri

'and conditions. There was a good deil of feeling tha,t the district should

use the consulting/tra4.ping resouriespf those people that fiave received

">
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,

PODS training, and shbud show greater support and commitment to.the,

program. Responding riaticipants felt the digtric't should: a) complete,
. .

Priparing. EdUcational ;raining ConSultants: Organizational,Development',o

and Organizational. Self-Renewal V) create an 9goini organizational'

team. for Capitol Cognty Public Schools; and c)0 continue. the PODS program

throughout. the district, incl'udIng,top-level managdmentApersonnel and

r

the deveLopment..of more training. cadres'.

Problems in Implementation

.DurIrng the two years of Capitol inVplvement in the'progkam,-a

r
number of critical incidents occurred;-with m4x

1

d The first
.

series of incidents came in the earlystage, wi partitipant regis-

tration for the first two courses at Central Unive itT. Since the

relatiOnship With central was evolving, part 4= giants had no clear

1.1.

expectations of that relationship or ofthe'procedures concerning

application fpr doctoral candidancy. Furthermore,-there was-confusion
-

regarding the extent to Which the NWREL training would apply to a dost-

oral program. Some expected that since they were part of a4group of
) ..

..

24 educational administrators experiencing the some tf;:ining, there'

,

/ would be no admission problem, and that all courses wquld carry ;Central

Unviersity credit and wokvid apply to the doctorate.
A !..."14

YIP7
4

However,-Central had, expectations. The vdministratiVe 4
. .

... ,..

policy calls for individUal consideration of every applicant.: In
.:

4
addition, each'applicant must send an application, transcripts and

letters of. reference, As well as participate in a qualifying examination

and interview... None of the cadre merlibers had.a,clear understanding of

f
-these procedures. They considered themselves professionals, an4 viewed

the.prode'dures as administrative hurdles. Some did not desite to folloW

these procedures, and therefore lost, interest in pursuing'a doctoral

degree.
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Iwo of the 24 were_not admitted to the degree program. Most of the
fl

others remained interested and took_the course'for credit. A few who

Conttued to pursue the doctroate ran into administrative diff$culty.

pplications,.werd t received by Central by the due dates, 'and these.
.

°

individuals dld. not receive credit for the courses they took. Further-.

' more, they received letters froM the Univesity stating they could no

longer take courses unless they reapplied for adthission.

Another series of critical incidents began when several,stafr met

with their Central University advisors. The advisors were not familiar

with the NWREL program and would nOt'agree to admit the courses.as,part

,of the candidates' doctorate work:` Several efforts were made to arrange4
briefings for Central staff, and Central: staff were even invited to

, participate in the programs. Those few who were briefed. apparently did

not have a full understanding from the information shared.%

William Ward made several trips to Central University to discuss

alternate solutions to the problems being experienced: Ward and Neal

met with the Dean of the School of Education in an attempt to,clarify

exactly how many of the Northwest Regional Educational Laboratory credit

4 courses could apply toward a doctorate. Since Central has an indvidual .

,,program, officials could not agree to a commitment to give everyonf

credit toward a doctorate for all Northwest Regional. ational.Labor-

atory courses. They insisted that even though a course car Jed Central

University edit, it still had to be approved as applicable to a degree'

#program. s applicability seemed to depend oneach partidipanCs

ability to influence*and.solicit agreement from an advisor that t)

courses met personal career goals.

There were other complications, as well. Some of the Capitol

County Public Schools staff wanted doctorates indifferent areas.
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Central dkpresentatives who were unfamiliar with PODS 'kaid Northwest

Regional Educationl Labbratery courses could not possibly be uniquely-

beneficial to all tl}e varied-individiaal course goals., In addition, in

.T0

order to earn a'doctorate fv-om Central, courses had to be categotized

by number and area, i.e., curriculum, administration, and research.

Doctoral candiaat"es'hadk to nave a specified balance,af courses by

. , .

.. , category that depended On'stice area of-doctoral candidacy. Most of the
. .

NWREL programs were classified in one "or two calegdries; therefore, not

all 5,ould be equally applied to all individual programs:"

A
'Other'critical probleM's in implementation involved role conflict.

The supervisors ol some Of the staff did not'have a clear understanding

of tne time involved in training. Wh n staff 'mpmbers were being taken

from their regular jobs to be trained fos...up to six weeks over t twelve,
1

month period, supervisors begin to question the individuals. Tne.

-questioning left the impression that thetratnees should, spend more
.

time in their assigned roles. TIKcaUsed participants to question the

schoel system's commitment to the program.

Further, when the staff were trained"to do consulting, 'supervisors(

wondered whether staff should be used as.consultanls. This'led.the
r.

participants to becomeexternany involved in reaction to the Y'stem,-'

and several desired to confront their supervisors about the problem.

But, rather than actually confronting thetir supervisors, participants

met to-discuss their dilemma. They decided to live with their concerns.

CURRENT STATUS OF PODS 'TRAINING IN CAPITOL COUNTY PDBLIC SCHOOLS

One continual problem lagued the efforts in Capitol County.

Originally, it Was.assumed that Capital County Public Schools might be.

,a Preparing Educational Training Consultants: Organizational Development
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and Organizational Self-Renewal field test,site for Northwest Regional

ELIcationar Laboratory, with Capitol Contributing.approximately $10,000

'toward the_cost of conduCling the test. Early in 1974, it became

s:
apparent that the Improving Teaching Competencies Program at Northwest

,, .A.
Regiinal-Educational Labbratory would not be refunded by NIE, , This

meant that if Preparing EducA,tional Training Consultants: Organizational

Development and Organizational Self-Renewal were to-baconducted in

Capitol, the district would be expected to pay the entire cost of

installation.

Funds were requested by the Office.of Staff Development and Train-

ing to provide this training in FY '75. This request was.denied. Funds

were then requested to proliZde the training,during.FY '76. Again, the

request was denigd. Northwest Regional Educational Laboratory was then

notified by NIE that the ImprOving Teaching Competencies Program would

receive funds for FY '76 ta carry out additional development.work with

Preparing Educttionaf Trairling Consultants: Organizational Development

and Organizati6EA1 Self-Renewal. Capitol County Public Schools. officials

were contacted to see if they. were interested in having Preparing

Educational Training Consultants: Organizational Development and

Organizational Self-Renewal conducted under' specified conditions

necessary to meet the expectations of the Laboratory's scope of work

statement with NIE (see Appendix E). The Office of Stff Development

and Training staff indicated ,they were interested.

. .

A jointproposal was prepated by Northwest Regional Educational

Laboratory, staff and Office of Staff Developmedt and Training staff;

it was sent to the S perintendent of Schools, John Martinson, for his *.

consideration (see Appendix E) ek meeting was' held in Martinson's

ofrfice to' discuss the proposarnINgi-eater detail. Northwest Regional'
.

14
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Educational Laboratory_lwas represented by Ward-and two Improving Teach-

ing Competencies Program staff; Martinson, Ed Hamilton, an associate

superintendent, and Bob Bush, from the Office of Staff DeveloApnt,and

Training, represented Capitol County Public School.s./ The results of

this meeting were positive. Mlrtinson, whose position at the meeting

A

was neutral, asked that Bush present the proposal at the Superintendent's

*
staff meeting in two days. At the end Of the meeting, the Superintendent

requested the personnel director to submit a recommendation to him

regarding participationin%Preparing Educational Training Consultants:

Organizational Development and Organizational Self-Renewal.

The Office of Staff Development and Training Coordinator polled

the Cadre members. There was an overwhelming desire on the part of the

24 podetial participants to continue with Preparing Educational

Training' Consultants: Organizational Development and Organizational

Self- Renewal. The recommendation to participate was presented to

Martison on December 12, 1975. Verbal approval to participate in

Preparing Educational Training Consultants: Organizational Development

and Organizational Self-Renewal was given by the Office of Staff Develop-

ment and Training on December 15 1975. Northwest Regional Educational .

Laboratory was notified by telephone on'December 16, 1975.

This was a significant decision, since the proposal not only

called for a mihimum of'30 days of training and practicum work between

February and August, but alio called for active participation of the

Superintendent and hig Staff in at least-one of the PODS components.

The proposal also called for payment of S10,000 to Northwest Regional

Educational Laboratory to help pay the costs of Conducting the training,
4'

and a statement indicating which of three acceptable options CapitO1

County Public.Schools was willing to implement (see Appendix E).

102
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On January 8, 1976 a telephone conversation was held between Ward

and Harry Neal, for the purpose of outlining the conditiols necessary

for conducting the Preparing Educational Training, Consultants: Organi-

zational Developmentiand Organizational Self-Renewal workshop. One of

the conditions was that the superintendent send a written statement

indicating the option selected arid, the Capitol County Public Schools

decision to participate in Preparing Educational Training conqltants:

Organizational DevelOpment and Organizational Self - Renewal, p140 the

A,signgdsagreementi to/p.. the Northwest Regional Educational Laboratcry
t'

$10,000. Ward called Superintendent Martinson, asking for the letter

of commitment. At the same time, Neal started. a memo Vough appropriate-1

, channels outlining how the Superintendent Trghtrespond and which option

he might indicate would be acceptable to Capitol. The Superintendent's

response to Ward.was, "Please put what you need in writing so that I

can get-the appropriate'staff to work it." The letter was prepared

and.sient to Mailtinson on January 23.

On January 27, Northwest Regional Educational Laboratory was

by Neal'that the Capitol County Public Schools had decided not to

participate in Preparing Educational Training Consultahts: Organizational
eoe

"Development and Organizational Self-Renewal, and that Ed liamilt.on

wanted to talk with Northwest Regional Educational Laboratory about

that decision. The decision left Noithwest Regional Educational Labor-
.

atory in,a precarious position. The training and the.study of the

process of establishing the role of educational training consultant

were to complete the NorthWest Regional Educational Laboratory-NIE

contract work. Th eparing Educational Trainilhg Consultants: Organi-

zational Development and Organizational Self - Renewal staff initially

'14 103
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decided to ask for a meeting with.Hamilton, the Associate quperintendent,

to reugotiate the decision.

During the conversation ith Hamilton, information was shared`

regarding Capitol's decision not to conduct Preparing Educational

Training Consultants: Organizational Development and Organizational'

Self- Renewal. This resulted id a decision.by NorthWest Regional

Educational Laboratory not to attempt a renegotiation. the following
,

.

conversation between Ward and Hamilton on January 29, 1976: )

7.-
.

reasons tlor the Lab's decisi6n were,outlined in another telephone'

1. The number of participants had been reduced from a
potential of 22 v)12, and two of those were doubtful.

4

% The administration at Capitol County Public Schools
had reseirkration44bout conductii the workshop for
just 12 people, especially the /2 remaining.

3. Northwest Regional Educational Laboratory's criteria
to prbvide the training for 12-24 influentialpeople MR'

did not seem feasibly.

Northwest Rdgional Educational Laborator'y did not
see any value in just conducting gnpither Preparing
Educational Training Consultants: Organizational' .

Development and Organizational Self-Renewal work-
shop, i.e:, without the conditions, necessary for
research and study purposes.

4.

5. The whole sequence of events over the previous,
six months had led Northwest ,Regional,EducatiOnal
Laboratory to conclude that tht conditions are not
right in Capitol at` this time to carry out- the
Preparing Educational Training Consultants:
Organizational Development and- Organizatitnal
Self-Renewal study.

6. Northwest R4ional Educational Laboratory staff
concluded that the time and effort that could'
be expended in renegotiating would no re It

in a positive decisioneto)conduct the tralning
under the conditions Northwest Regional Educa-
tional LabOratery felt were needed to meet their
own and NIE's expectations.

.As
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CONCLUSIONS- -

,
1

The Office of Staff Development and Training staff as well As

others'im the schk1 district, believe that in order to implement.a

vhange process gle changee must realize a need for change: In their

eftorts,,this is interpreted as resources,they..need to continually and

supportively provide information to the organization to validate

perceived organiiational needs. It is crucial that top management

1gives its commitment to implement such a major effort, or give-approval

'to pilot such an effort. In this case approVal was received.

There is a continuing need,, however, to keep the communication

-network open in order to
' top management informed as to the useful,

nes of such an effort. Evaluation and -needs data should be furnished

to the top in order to alter the approvalto commitment, if the data

11truly substantiate a need for the change, being recommended. The data,

along Pith time, educatilland experience will also help the.system to

fully understand the potential impact and benefit of.an internal OD.

ti

effort.

)

'Neither the Office of Staff Development and Training nor Capitol

County Public School tol management fullyunderstood the implications.

of PODS when- they initiated it. Hopefully, a continult supply of data, -

as to need and evaluation of the effort cat help: a) enlighten both

top le,..7e1 and line and staff management as to districtneeds; and -
I

b) inform all levels of managerAnt of ways PODS can improve both the
rr

efficiency and effectiveness of the school system. Had it not been for

the full faith and trust established between Neal and Ward, this effort

15ou1a have been delayed or discontinued at severil points.

As mentioned above-; effective change can occur only when the need

for change is recognized. It would appear thk'key leaders in the

1 1 6
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di:strfc,t
)

have not been made fully awafeof the need for the kinds,of

,changes PODS can'facilitate. Additionally, many Capitol County Public

Schools l'eadrs are not aware of ,11,bw OD consultants and trainers can

be utilized to create changes which will improve the educational process

for ,students..' Northwest Regional Educational Laboratory staff Members

feel their job is,to'shOw,that a need for PODS trained staff does exist

inn
4

Capitol Cdunty Public Schools. It i4 hoped that collection of data

and nagnosis, of need4, along with proven evaluation data showing when

and how 1)06S trainee staff helped the system, will create an under-

standing and awareness of the needs for PODS training.

106
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piAPTER 5: SUMMARY ANALYSIS AND CONCLUSIONS

The preceding four chapters have discussed Providing Organizational

Development $kills, a system of eight components designed to provide

#educators with -the basic skills of ozganizational,development. The sys:

tem's developers, in the Improving Teaching Competencies Program of the

Northwest Regional Educational'Labo;atory, feel that PODS, when used

appropriately can make a dyference in the effectiveness of educational

organizations. In fact, PODS itself is a micro-model for change.

SUMARy

In Chapter 1, we reviewed the concepts of organizational development

that are the foundation for the PODS'systems. Discussed were the need /

;

for change in the cUltural domain of educational organizations, reasons

for the lack of meaningful change,*and the relationship of schools fo

their clients and staff. To illustrate the viability of OD as a change'

methodology, we cited four illustrItive change efforts conddcted by social

scientists in the early 1970's. Finally, it was pointed out that PODS

e training, as an organizational development strategy, can be helpful in

the creation of a healthy, self-renewing organization.

Chapters 2, 3 and 4 were'presentations of case hi tories illustrating

Northwest Regional. Educational Laboratoryis attempts t stall PODS in

ii.

three different school systems., Chapter 2'described the OD attempts of

Pacifica Unif ed School District,,, Ad, the sophisticated systems analysis

that preceded PODS installation. Chapter 3 to&Iseci-on the urban setting

of Norport and that system's efforts.foOutilize ANDS to achieve racial'

integration. The effects of school syitem politics on installation efforts

4
were touched on in Chapter 4, a case study on Capitol County Public Schools.

1 1 S 107
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ANALYSIS

Our experiences with installing PODS in various school systems

taught us a great deal. Much enthusiasm, warmth and friendship resulted

from the different workshops, in spite of sothe of the difficulties

encountered. We can,'hoWever, raise several qdestions based on our

installation
10
efforts:

103

4
4.

1. Is PODS training with OD technology as its basis an effec-
tive way to bring about change in educational organizations?

2. Is there an adequate'body of knowledge to justifyithe use
of PODS in,educatianal systems?.

3. Can an OD project such as PODS be successful without-under-
standing,) commitment and.financial support from top
administration?

4. Who prevents RODS from being installed effectively in
school systems?

5 WIllat.conditions needs'to exist in a school system in order
for PODS to be(successfully implemented?

6 Do the costs of installing PODS prohibit school districts
from.providing'the training for significant portions of
their staffs? Can any district not afford PODS for a
significant part of its staff, given society's state of
flux?

7. For whom is PODS training appropriate? For whom i5 it
inappropriate?

8. What ate the strengths and weaknesses of PODS in terms of
the needs of different client systems?

9. Does PODS trainirt appeal to the "powerful ins" aid the
"powen4u1 outs?" Why?.

10, ,Is PODS training perceived as a means of attaining pArer
within a system or as a means for trainees to acquire new
Skills and then move out?

11. Does the PODS -design include the conceptual bate and tech-
nology to help participants- understand and deal.with the
'power ain influence issues in edUcational organizations?

12 Can PODS trainfxrepare people to deal with power issues?

111,1.1_
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Should. PODS training prepare.people to bring about power
equalization in organizations?

14. Is PODS training especially attractive to people who are
dissatisfied-in their present roles?

15.. Dees PODS.e.ffectively and adequately attend to questions
of ethics and morality?

16. Should PODS training prepare consultants to advocate ,.

specific kinds of changes around social justice issues?

17. Should PODS traiOng prepare participants to impoSe parti-
cular values on an organization?

,

,18. Does PODS have a set o.f biases? If so, should thes1 biases
.be thade eeolicii?.

19. -What ate the ult.Imate ends that' POPS training prepares
people to attain?

20. Does PODS training adequately deal with the issues and
roblems regarding oth internal and external colisultants?

-0

21. oes POD$ provide trainees with an ade uate repertoire of
intervention techniques and strategies, uch that trainees
gain as much as possible from their training experiences
with other client systems?

22,4si Does PODS training prepare people for jobs that d6 not
exist?

f 23. Does fear of change and/or, resistance to change limit the, ---

effectiveness of the PODS trainees?

20 4. At what level of the organization are OD consultants most
successful in making entry?

25. Who are the appropriate client's for PODS trainees?

26. Must the client system with whom the Preparing Educational
Training Consultants: OrganLiational Development (PETC -III
works experience change in order for the trainee to be .7'

viewed as having acquired 'OD skills? In other yords, is
it reasonable to expect significant change as a(result of
PODS trainee interventions?

or
27 Is PODS training compatible with contemporary management

styles (i.e., management by objectives; Program Planning
Budget Systems, top down control,-theory X perception of
workers)?

1_2u1 109



Each of these questions may well become the basis for further discussion

and study by developers,.evaluators. trainers, installers. potential

users and PODS-graduates. Those planning to commit themselves to PODS

training or to influence ths/ilese of resources to provide training for

others in the organizations should csrefUlly consider these questions.

Regardless of the number of questions needing additional study,

severAl points, based on our efforts, can be stated here. Firsto'there

is a vital Link.bet.ween.the kind of management training offered in

Capitol County schools and PODS training.. ,Providing line managers with
Ay,

training in both behavioral and scientific management skills increases

their general effectiveness in managing educational programs and

organizations.

) -

Line staff need to be equipped with process skills in communication,

group dynamics, influence and conflict. They also need technical manage-

ment skills in planning, 'organizing, delegating decision making and

control -ling. The behavioral skills can be provided though the internal

turn around training capability. Pioduced by PODS the latter skills in
,

management principles can be provided by other system6 in conjunction

with the PODS experience.

Our second point is that any institution considering installing

PODS program should assess the system's long-range training needs to

determine which needs can be met through,OD intervention and which needs

can be better met through other intervention strategies. OD work, if it ,

is to'be successful, is not a short-term relationship or involvement

between a consultant and a Client. Rather, it is a develNental

. relationship requiring commitment and understanding from both parties.,

k. '11.0
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Third, it had become very cleapthat PODS trainees, rn o-rder to

succ'essfully complete and ize the training, need'the support-of both
- . . 1

supervisors within their home districts and the Oxternal OD consultants.

or
,

installers: This is particularly important in the establishment of "

new roles end /or itb descriptions among PODS graduates,' If' these graduates

meet with professional jealousy, resentment and resistance to change from

their colleagues, they are likely to revert to the' "'old way 'f doing

things" unless they feel, support irom e4isewhere.

Finally, ,a major value of PODS, beycnd diredt training of-,internal

OD specialists, is found in the design of the seven- component themselves:'"

The basic premises, approaches and organizational arrangements within the

PODS systems provide-the opportunities for alterations.in both norms and

structures. For example, the exercises of Interpersonal Communications

are transactional rather. than hierarchical, and.therefore demand eventual

interdependent behavior on the part of.participants. The goal of the

development of the communication skills thus becomeg a function of
-._

,activities. Newly acquired skillg-are then tried out and their impact

reflected back to the
..

participants from their co-trainers of the t

I
environment. As this reflective, transactional- "do- look - learn" process

continues, the interdependence increases: The original-collection of

independent individuals thus becomes more,and more ah interdependent

learning community. This working together exists in action, and not as

a statik object or collection of objects. Thus, Interpersonal Communications

provides a vehicle for normative and structural change..

The basis for such changes is also an inherent part of the relation-

ship between the system trainer or leader and the, participants. The

leader seldom -takes the traditional teacher role, but rather gives

12'e,
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direck,:ns, gasses out materials, presents' agenda, clarifies instructions,

,keeps time, and only. .occasionally, lectures or,leads a.discussion. This

behavior pattern supports the'interdependence.among, workshop participants,
*

,

The traditional roles of teacher and"student give way to transactional

//
i

group learnidg, in,a supportitre,"noncompetitiveAnd attimes.confton3 ive

way. The leader dips not teach What.:he/she,knows, but rather facilitates
/,

the process by which others can'come to know.

It is this alteredauthiaziot: relationshipaS a structural change,

in concert with the transactional nature of the'skills acquisition, that

"makes Interpersonal Communications a viable model for greater edu-qational

change. Beyond Interpersonal Communications, the design inherent in the4

other-FODS cOMpoaenta models are the'thrus,t for'transaction and structural!,

interdependence. Askde from its intended design to. train internal OD

.consultants PODS, as a micro-system-for change, demonstrates the agproAh

of,an educational organization that is healthy and self-renewing.

ILik CONCLUSIONS

The PODS program makes heavy demands of time: energy, and money on

. ,

, f
.

'program has opened up new career pattetns for at least five pedple.

-...,,1
.Participants now seilneW ways of looking at organizations-and.how inter--

years/ions might be maSe'canstructively to bring about desirable qrganiza-
.

. .

Ile tional changes. Participants and close observers ROpparticipants report
flol.

.

that significant changes do-come about as a result 'f the training.
.

individuals and organizations*. PODS graduates, however, report that

. ,

Neir training was a worthwhile experience for them. Completion of'the .

44

Evaluating the entire PODS experience was'not one of the tasks '''

- undertaken by the NorthwestReglonal Educational Labor-icy. 'Fundsmere.

not made-avaifabJe to conduct such a study. The effects reported havd

112
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bee participants' perceptions and the perceptions of people.with whom

PODS graduates have worked. There is a. need for. longitudinal studies of

the effects of providing PODS training to a significant number of people

in a single school system. There is also-a need for the development and

use of additional components., Such as interpersonal dnd organizational

deCision Making and problem' solving assessment. There is a need for

resources to make this program_ available to larger numbers of educatois,

in the United States. But linkageS'are being established and networks 411

are being foimed.

Three to five years of developing, testing, and implementing different

strategieS, installing, utilizing and diffusing PODS could make a real

4
difference in the impact these research and development effort can have

on American educational systems. It has been very heartening to us.that

PODS trainees have really "turned on" to organizational issues.an#
N.

expreSsed desire to be active in addressing them. As we said earlier, we

AlUrerthat. PODS f's one of the few educational pfograms with the potential

to Create educational institutions vital enough to'cone with the

unparalleled changes ahead.

4
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Q.

INTRODUCTION
X

In some cases, decisions of administrators and educators have

decreased the potential for staff'development at the very time when

its importance is greatest. Because they consider it a frill, some

administrators and board's of education are cutting down on staff'

development. There is some.validity to their decisions; staff development

has often been a means for staff to accumulate-az4441sladthus advance

on the salary schedule. 'Often, there seems to be no relationS&13--,

between the pfoblems and real -life concerns,of school districts and their

staff development efforts. Educational systems can use the Northwest

Regional Educational Laboratory's PODS program.to brgak out bf'this rut.

This part, Chapiiiir6, of, the monograph consists of'a proposed

strategy for the implementation of PODS. It delineates the genera/

.;steps involved, suggest a specific order of events, and discusses. the

use of teams cf external OD coBsultants during imptementation. Chapter 6

represents an ideal that',,J.s based on our experiences with PODS; we

hope that the reader will find_it. helpful in determining the,appropriate-
,:

ness of various problem solving approaches.

4s
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CHAPTER16: ,A PROPOSED STRATEGY FOR PREPARING'
A TEAM OF INTERNAL CONSULTANTS INEDUCATIONAL
ORGANIZATIONSTHROUGH THE USE OF PODS

We propose that educational orgahization& capitalize on research

and development effortsto facilitate problem solving by building in the

capacity to diagose local situations and take appropriate actions

toward improving conditions. As a part of this-step, systems need to

assess their major problems and train staffmembers as solution

facilitators. In other words, educational organizations need to use
. -

their problems as opportunities to look inward for problemsolving

resources and to develop internal capacities for solving problems on an

ongoing basis:

The current method of using shortrange, reactive solutions to

solve problems renders educational brganizationkincapable of handling

future problems. The process we recommeild will change this norm and

allow educational' systems to plan for and creatively react to needs for

change.

.. *,.., ,.. f . r
'The specific stfategy,suggested in this section is one of many

that might be used to install. PODS. It is based on a co ination of

_OD efforts in several United States educational systems, including the

three which appear as case studies in 'Part I of this monograph, and

the cadre developments of the Center for Educational Policy and

Management (at Kent, Washington, and Eugene, Oregon).

The series of training workshops developed by the Northwest

Regional Educational Laboratory (see Appendix A) facilitates integration

of the best practices of all of these efforts into a cohesive staff

development plan for solving organizational pro,blems. In order to

reach this outcome; educational institutions need a commitment to

12;
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\he
appropriate orga0zationaI 'structural change that i.nte ates a team of

4 - 1

internal OD consultants intt new online positions baAed on new-rdie

definitions and-trerganizational needs.
.

,IPLEMENTATION OF THE STRATEGY

.An educational organization needs to take at least six steps in

,order to implement this strategy:

1. Create a team of online staff wiith a potential for.
OD skills'

2. Train the team in a step-by-step process to achieve '

OD skills

3. Utilize the skills developed at each step to soll'ie
problems'faced by the system, as it attempts to
direct, respond to or cope in other ways With change
needs

4. Provide ongoing support for team development, with an
external OD consultant team acting as third -parry
consultants

J. Secure'active support and encouragement of key
decision makers I

6, Develop a districtwide planning and educational improvement
task force that will utilize the team for facilitation,
management sand coordination

The uniqueness of this strategy is that all training can be related

to ongoing efforts that attack particular organizational concerns.

Educational organizations get work done on their particular concerns,

and gain staffs that are geared up to work on other organizational

problems. In two test sites, for example, the training was ,done as a

result of the need to act on desegregation commitments. A third

district was committed to developing human relations skills fo teachers
1

and providiGg emote comprehensive.training program.

120
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Scenario for a Possible Implementation Strategy
_

Once a district ts committed to a particulariorganizational

concerti it takes a number of steps:

1. ,Someone is designated as manager OVt_16brdinator of the change
effort. The manager's role is to coordinate the tralping
and the efforts of internal personnel to carry out the
project. (The-director of staff development or inservice

. training should bean assistant manager of the project
or at least a key member of the management team.)

2. Teachers, administrators, and concerned citizens pa ticipa;_e
in training that will equip them to work more effe ively
on the OD project. (Participants need to be aware hat they
will perform certain functions irk solving the syst rs

problems and that some of them will be selected to becdme
trainers.)

3. An effort is made to train a fairly .large group of people
from all segments of the district in Research Utilizing
Problem' Solving, a version of action research plus team-
building,exercises. Teams of participants are then askdd
to train o4ers in the district by using the same materials
and design. The participants are asked to-work on a problem
that is relevant to the ''district's commitment.

This first round of training starts the project, and begins
to use existing potential in the district to solve the
major concerns. A direct benefit and an explicit
expectation is that these skills will be used In all
aspects of the participants'. work:

c4. A group is chosen from-those trainedrin Research T.j:::iz:no

Problem Solving to continue on to'Step 5. This group contains
members who will eventually be the cadre chosen'to facilitate
staff development on an ongoing basis in the district.

5. The group of Research UtiliainqProom Solvina graduates
participates in an Interpersonal 'fammunications workshop
in order to develop significant common- cation skills.

. .

6. After completing the Interpersonal Communications workshop,
members beg,Ato use their communication skills in their
daily activities, and "train others 'to enlarge the pool
of people with Interpersonal Communications skills.

7. Team members begin to gather and analyze data from Research
"-"--;eng Problem Solving projects and other'sources and to
become members of problem-solving_ g_roups in the district.
These groups will plan specific change projects to solve the
district's problems. Team members can model 'their newly
acquired skills while facilitating the progress of these groups.
The/team works closely with a team of.external OD consultants
at tharaage.

121
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8. The team receives training-in Preparing Educational Training
consultants: Skills :raining (I) inorder to gain group process
skills and the ability to train others in these skills.
The team may then train all members of district problem-solving
groups in group process skills. The payoff of this training
is that these project groups will be able to operate with a
'knowledge of what-blocks and/or facilitates their functioning.
`Secondarily, group members learn skillS that aee useful in

their everyday work.

9. The team is trained in systems technology aq uses this

oFportunity to plan for further development of cadre
activities related to thejdevelopment of problem - solving

projects. .

10. The team trains members of the problem-solving groups and
others in'the organization irsystems technology. As a result
of this activity, better plans, timelines, budgets and
objectives can be developed for implementation.
F

11: The team diagnoses ongoing problems and make interventions
to keep-the groups on target and to ovide functions they

:might need. The team developes t skills it'needs to
operate in this fashion through its eparing Edudatioial
Training Consultants: Consulting (II) training. Dufing
the Preparing Educational Training Consultants: Consulting (II)
training, the team helps some of the problem-solving groups
as part of its internship practicum. A norm thus begins to
emerge for the problem-solving groups to ask the team for

assistance.

12.' While the team is completing Preparing Educational Training
Consultants: Consulting (II) training, the district begins
to,change its _procedures, activities; etc. As a result of
the-cadre's activities and the training of others in the
system, changes are inevitable. And when change occurs, the
power and influence of top management and oth4r groups within
the system may be utilized to either nhance O.rimpede the
projects.- A new set of forces may be operating:And an under- e
standing of these forces is crucial t the team and to project

Meroups. The Interpersonal Influence and Social Conflict
nd Negotiative Problem Solving.workshaps help the steam

understand these forces; therefore completion of both
Interpericinal Influence and Social Conflict and Negotiative
Problem Solving is essential.

,'----

Thiteam then replicates its Interpersonal Influance training
so that the skills it has learned become available to other
members in the system. Power and influence are increasingly
seen as important forces in the system's components.'
Understanding these issues and being able to worlicreatively
with power, influence and conflict are crucial to' the
educator's repertoire of skills. By-now the team'tas
gradually changed the focus of its activities from the
individual (in the diagnostic stage), to the group (in.the

ASS
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planning stage), to the organization (in the implementation

* stage). Projects will increasingly influence the total
organization. It is crucial to the organizatiOn Oat this
influence be planned and creative.. It is for this purpose
that Step 13 occurs.

13. The team receives training in Preparing Educational Training

:onsultants.: Organizational Development (III) over an eight -
month period, with six sessions scheduled 3Q to 45 daj'
apart. All Preparing Educational Training Consultants:
Organizational Development (III) participants must complete
a project as interns in the training process. These - projects

must be approved by district management, and should require
participants to utilize OD theory. Teams from the cadre will
try to integrate their internship projects into the
organizational life of the system. This cadre of training
consultants, which will be availOole.to all parts of, the
system, will integrate the best practices of its projects
into the system and will continue ro develop. improvement
projects. #

In the eourse of the strategy, the_team develops to the point

of fulfilling the system's need for internal consultants. As it

develops, the-team has access to nonteam,people in the district who

have served as trainers for they various PODS workshops. The team is

respoAsible for insuring that access/ to team membership is open.

Initially the staff develOpment managet plans the life of the team

but the team itself becomes increasingly responsible for this planning.

Payoffs

Although this strategy is predicated on steps followed at several
0

PODS sites, the experience of each team will var.); according to the

commitment of top management,.the7-climate of the system, the availability

of resources, the intensity of tha concerns worked on, the levels of .

L skills existing in the system and the history of training and development

., in the'organization. We have outlined*a core of reasonable exptctations

for systems that are implementing this strategy; additional Payoffs are

possible if members of the educalionar orge1111nizations intentionally set,

out to, achieve them.
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This Strategy is a micro system for change. Its objective is to
o

affect the norms and structure of the entire system and to add an internal,

long.-term problem-solving function that will increase the strength and

/
hetlth of the organization. The system will be less vulnerabke to outside

forces because it gill be able to utilize its training consultants in self-
.

renewal. Problems will become focal points for developing the organization

rather than headaches to be cured so that work-as-usual can proceed.

Len 4h of the PODS Project

Educational systems that use PODS to create teams of consultants'

will derive immediate benefits from the training. Additional benefits

will accrue as the training continues. The POD'S training takes two to

'four years to complete, depending upon the state of readiness of the

team members. The training should be long enough to allow the team to

develop its skills before they are vitally needed, and to .practice these-

skills sufficiently in-actual work settings to insure the cadre's

professional_growth. Experience also indicates that the team needs to"

develop a sense of need before-each training event so that the relevance

of eich unto of PODS training is established beforehand.

THE USE OF THIRD-PARTY CONSULTATION

Since the installation df Pops is an OD effort, it is important

to involve external OD specialists as third-party consultants in the

initial planning and development- stages. Their involvement gradually

diminishes as the internal consultant team takes over most of the

consultant responsibilities. We contend that organizational change is t

more likely to happen when there is a capacity fbr members of the.system

to be involved in and ultimately take over 'the responsibility for the

system's self-renewal. One of the outcomes of this strategy is that

external OD consultants are used appropriately and efficiently.
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Educational sygtems need some assurance that they wilDget the.

4
maximum return on their investmettiin PODS_training. Outside

consultant teams of competent OD specialists and trainers can, help

minimize problems arising from undeTutifization of training outcomyts,

and can provide additional training for the consultant team, They

can provide models for the kinds off, behaviors that systems might

lc

Availability to Management 1 ,. e

Outside consultant teams can nform management about such, things

as: a) changes in norms and strucre; b) functional capacity of

expect from 'their own cadres.

the organization; c) ways in which PODS training is facilitating the

changes; and d),readiness of the Organization for additional change.
I

This information can be provided in a number of ways,Ithile external

OD teams help management. look at the total system's operation to

'facilitate data gathering, diagnosis and intervention probes. Thus,

the work of the team makes available a greater variety of information

that is organized in ways normally ndt available to decision makers

in local education associations, intermediate education associations

and state education associations. By providing this information to

management, the external OD consultant_can facilitate management's work

and increase the likelihood that more of its decisions will be on target;

1The external organization development consultant team can assist

management in'implementation of the PODS program.as a part of its

problem-solving efforts. For_examplp; the diagnostic model presented

in the Research Utilizing Problem Solving and Preparing Educational

:raining :onsu:tants systems could be implemented on a much larger

Scale. In effect the skills that people gain in Research. Utilizing Problem

4
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:1iuca::cnal :raining Consultants: S'Kills Trairing (1),

'7 Consul.tan7s: fonsa;ting (TT), and

Trai;:ing Consultants: Organizational 3eveloment (III),

(such as the ability to diagnose individual and group needs) can contribute

to the system-wide diagnostic model that is bell-I& monitored and used by

the external OD consultant team. This OD,consultant team not only -

-^ -

involves trainees and management in diagnosing the total needs of the

organization, but also reports its findings, to management and others in

the school district.

The external OD consultant team can also invoive management in

several commonly shared experiences such as Social Conflict and

Problerr Solving, Interpersonal Communications,'Interpersnal

:Kfluence and '.3r^-,ir Process S-Kills workshops. These events and others

identified by the OD consultant'team and management could be a source

for a common baseline ,of experience in identifying management issues and

increasing the effectiveness of management's decision making. We believe

that if management personnel receLve training as a group, they will be

more likely to communicate with each other in freer and more effective

ways. They- willIalso be in a better position, to cope with their day-to-

day responsibilities and to understand the experiences that people in

the district are having as participants in the PODS program,

. OD Team-Cadre Relationship

A major goal of ttle'external OD consultant team is the training

of enough OD specialists to form a local consultant_ team, The external

OD consultants can help legitimize the concept of an int OD

consultant team by facilitating management decisions that change the

organization's structure. For instance, management can create, subsystems

r t's

that are responsible, ona continuing basis, for carrying out OD functions

in the district.
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Another facet of the external OD team's work is its peer

4

relationship with the internal OD team during Preparing Educational

-raining Consul ants: Consulting (II). and Preparing Educational Training

Conul:ants: Crgatizational Development (III),training. While these

trainees are conducting their projects and interventions, they can

receive help and support from the external OD consultants. Simultaneously,

these OD consultants can gather and report all kinds'of information

concerning the total situation to both management and the Preparing

Educational Training Consultants: ConAlting (II) and Preparing

Educational Training Consultants: Organizational Development (III)

trainees. The external OD consultant team can thus perform a linking

(function for the total organization by keeping track of PODS implementation,

utilization and outcomes:

0

_ RESPONSIBILITIES'OF THE ORGANIZATIONAL DEVELOPMENT CONSULTANT TEAM..,

From our PODS installation experiences, we can infer that until,

some provision is made for followup to the PODS training, much of the

benefit of this training will be lost., Therefore, we recommend that

three to five OD specialists who are familiat-vith PODS serve as an

external OD consultant team with the following responsibilities:

A. Responsibilities to trainees

1. Conduct regular followup activities
s,

2. Consult with trainees about the problems they are
experiencing

3. Help trainees become continuous, active learners*

4. Assess trainee progress i 'developing skills

-5. Assist in scheduling workshops that support trs nee
learning efforts

6. Provide general support

3,5

fi
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7. Providd additional.staffdevelopment, as neededd
desired .

8. Watch out for potential trouble spots (ways in which
trainees are resisted or blocked)

,
9. Consult with trainees, as needed and desired

10. Intervene in ways that facilitate growth and' development

B. Responsibilities to management

1.- Make regular reports directly totthe executive officer
and/or management

It. Help management derive implications

3. Generate alternative interventions

4. Facilitate decisions regarding action steps, as
needed and desired

5. Observe and record behavior of organization meMbers
as action steps are implemented

6, Create or assist in creating data-gathering instruments
and procedures for obtaining, at intervils, essential
information about the status of the organizatioft

Help management see, how it and the diStrict mill benefit
from productive use of the newly acquired Competencies
of the PODS trainees

7

C. Responsibilities to the system

1. Collect and analyze data on the status of, the. school
district

A

2. Keep track of t1e effects PODS training has-on the system

t "fort.3. Build a climate of" accep
I
nce and support work

-_,

"4. Conduct survey feedback sessions qn a regulA' basis

5. Keep track of the entire training program (rho is getting
what training and with what results)' /91

6. Through interventions, 4aci.litate increased growth and
maturity of the system

RELATIONSHIP OF PODS TO OTHER METHODOLOGIES

44.

I

'e ,......-- ...-X

There are'striking similarities at-Ong the various strategies found

. v.

in the literature of OD.
i

These a±milarities are generally id the areas

F2 8
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.. of theory assumptions. The PODS'pro3ram was developed by the
., U. ,

7%rib-west Regional `Educational Laboratory ,to allow for ehe integration

of ult le strategies. When the internal con atsuliant team begins 4.ts
k

Preraring Educational Training Consultants` '.9killliTraining (I) training,
i

, -

.it realizes that the training its members bring in from other methodologies

increases its repeA16-of skills and its effectiveness Jo a comsbltant

team. The PODS program gives focus 71 form to other methodologies and.

thereby increases tlie effectiveness of a school system's planned change

efforts.

I

§

4

11.
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Appendix A:
What is PODS?

Compiled by Marilyn Rieff

The Improving Teaching Competencies -Program of NWREL .has developed
. .

a, total of 14 training systeMs for educators (see Table 1). Table '2

,

indicates target populatiohS for which each system is'appropriate:"
ic -

These systems, have been organized into the five components shown in

Figure 1. With the exception of System Approach for Education, the

systems listed in the third, fourth and fifth components constit.ute

the PODS, program. The systems listed under components I and II are

. examples of%dditional training than can be used to enrich the PODS

expetierice%,

r

PODS consists of seven,diffetent workshop experiences:

Research'N.lizing Problem Solving

, S9cial Conflict an3 Negotiative Problem. Solving

./Interpersonalltommunications

Interpersonal Influence(

0
Preparing Educational Training Consultants: Skills Training

N

.Y
Preparing Educatitnal Training Consultants: Consulting

.

t,

Preparing Educational Training Consultants: Organizationalv
Development

Each instructional system is concerned with a particular process

area, such as "action research" as a planning and improvement process,

;A. or processes of basic interpersonal commupicatiqns. An overview of the

tit
,

kinds of training outc6Mes provided by Ole Systems in each of their

"'five categories is given in the tdp,half of Diagram 2. The bott501 half,

. 133oe
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1

C

f:
Teaching For'
Affective
Growth

Pupil-Teacher
Interaction

III

Objective Analysis
and Planned

Change

Iv

'Interpersonal
Relations

.Preparing.

Educational
Training
Consultants

1

1

Cross-Age _Peer'flelp Systematic and System Approach For Int- erpersonal Skill Training,

1

Objetive Analysis Education 4 Communications

of'Instruction

Relevant Tnteraction Research Utilizing Interpersonal Consultation

Explorations in
Problem Solving Influence

Active Learning /
Organizational

Hi,gher Level

Thowrht Process'es-'

*Social Conflict
and Ncgotiative

Group Process Skills, neve'optent

Inquiry
Problem

Dpvelsopment '6

',.

...

*Not completed-;due

40
by De9eMber 1976: :6

.s;

Table 1: Categories of Instructional Systems in the
'Improy101 Teaching Competencies Program

I ;
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Figure 1: Categories of Instructional Systems
in Cles Improving Teaching Compettncies Program
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Figure 1 (continued)
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of Figure 2 lists the Improving Teaching Competencies Program 4staff's

hypotheses about outcomes representing improvements in school procedures

and learner experiences.

An instructional system typically- includes: a) an instructor's

manual; b) participant handout materials, including instructions for

exercises, theory papers, simulation scenarios and assessment instru-
.

ments; c) reusable demonstration materials, audiovisual aids and

equipment, and d) related volumes containing appropriate'research,

action techniques or assessment instruments, when appropriate.

The PODS experience is most productive when the instructional

systems, are taken sequentially. Research Utilizing Problem Solving,

Interpersonal Influence and Interpersonal Communications should precede

Preparing Educational Training Consultants I: Skills Training, while

Social Conflict and Negotiative Prob

t

em Solving should be taken prior

to enrollment in Preparing Educational Training Consultants III: Organi-

zational Development. In addition, Preparing Educational Training

Consultants III: Organizational Development participants are expected

to have a prior and thorough understanding of systems analysis and

At

systems synthesis. There is no Northwest Regional Educational Laboratory'

instructional system that meets Lilige Improving Teaching Competencies

Program staff's criteria of "loW cost" and "mass disseminable.'" However,

such training is readily available through college, universities and

various educational consulting organizations.

Descriptions of the seven PODS systems comprise the remainder of
Lb

this Appendix. Authors, goals, a narrative description, and statements

regarding replicability and effectiveness,are provided for each system.

138
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2: Training Outcomes for Each Area of Processes
and Vypotheses About Resultant Outcomes That
RepreeTit Improvements in School Procedures
and Learner Experiences
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I Intended Users
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... .

-- ; . .

44.
Primarily, Rest.irellIllJtililing Problem Solving has been designed for

. she following rore group e administrators, supervisory and
. . r

'40 coord/inatingjersonnel, and stu in preservice -education. The-

,. ., .
11

,

I.

1 .

?'

r '

Oetructional systems can also be used with high school students, parents,
,

and community groups.

.1

Main Emphases
- 1 'ir, ,

An 0 v

: Research Utilizing Pfoblem Solving isanexperiential instructional
#

_ , , .
.

.
,

'system
,

which Oliovides information about a 5-step method of problem solving

, r

and gives partitipants an opportunity to practice and improve their problem
9 , , . . , 1solving skills.

,

Team buil'd'ing relafioiships are emphasized 41 the workshops. -

441a,

. '. .
. . . .

.

.rticipan-ts develaRa project to be implemented in their.backhome setting.
...

411
...

4.
, IntiptEs,Contents -

.

, / 4 . 6 ,
,-. ..

-0 1, . .

The purpose i d a Research Utl4zing Problem Solving workshop is to 104.

.

e
'r.c., , a ' ""'

.
.

, .
. .

a

Prepareeducators to use techniques for - defining, analyzing and salving

,problems. ,The program provides teachers and administrators withcompetencies

,
.

,

*'. in:
.e.

'
:...

' ; Applyingefour guideline criteria for writiogqi.problem statement
..#' .

Paraphrasing in interpersonctl.tOmmunicat ions
A

Us04 ",
e.-

ing,-the force tieldriagnostic technique '-'

Selecting and creatitg instruments for'data gathering
- , :

e

;e 1,___I-
.

KDiagnosing teamwok'relationShips' 1

,

potting and analyzing major.results in d*ta c4llected
. e ' t

a
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,

Identifying personal styles of teamwork behaviors

Utilzing con6eits'and4iills of giving and receiving fAdback

Using criteria for deriving implicatiQns from research findi'ngs
s-

Brainstorming action alter4ives to meet implications clerk:ed.
from findings . s-

Oplying guidelines for planning acidimplementing.4 actiOn alternatives

deifying and'evaluating small,group dynamics

Planning a backhome project

-ENAluating solution plans

Conducting a backhome RUPS project

The prog also gives participants skills and techniques for

identifying and diagnosing classroom or school probPims as well-as fo
f.

designing action plans to resolve them. Evaluation becomes a pattern
!,1

of repeated Objective.diagholis in this process. Emphasis of the entire

designis On,teachers and admi#strators practicing their "do it" skills

toperform the:prgblem solving process.

Main Activities S

t

A Research Utilizing Problem Solving workShop is divid

t . . .....,

411111r Jo.* s.quential instructional sessions. In each session, partilfpants engage

r

LI
in small group discussion, 'expeiiential exercises, .and simulations., The

JPsystem in des films, theory papers, written exercises, observation

'activities and self-evaluative guides. Continuous nstive participliAon

is demanded by ung a simulation situation i which'tht trainee "kelps"

a fictitious teacher or principal solve problem using the Research Utilizing
AP

Probin Solving model.

142
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..41.
One experienced trainer per 12-36 participants '

Provisions for Use
AP

A.- Format: Workshop

B. Persdnnel,Rdquiied
4

c
.

\-1°'

k

C Product.Components:

Reqbired: 1 trainer's manual per trainer
1 set of participant materials pef participant
1 audiotape ''

.1 text.per.participant'

Optional: Research Utilizing Problem Solving:
Outtoime.Evaluation Report (1976)

Research Utilizing Problem Solving:
'Summary of Outcome Evaluation Report
(1976)

Ali
Outcome Milestone Report for ReseaM
Utilizing *Problem Solving (1974).

D. Other Re'aources:

1 tape recorder

Newsprint,,felt pens, Masking tase
A large room (preferably carpeted) with movable tables
and coafOrtable chairs

(Bevera6es and refreshments in the room

Related Products:,

(is /

F. Time Span: .

The 30 hours oeinstruction take fi e consecutive days or
two'kessions of 2 1/2 days schedu a week apart. Two
3hour fol,lowup'sessiOns'Oke sche ed for six an twelve,
weeks after training.

J

Conditions of Use

Althoughtaiere are no grereqUisites forthis training, participants
must Wpresent for every session of tAkewOrkshop since4the exercises,-are sequdntial and cumulative.

15:1



Cost Range

Ciassroom.Version

1111...

Leader's Guide: Re earch'qtllzing Problem' Solving (2-82 pages, loose
leaf and. three-hold punched) $11.00 _ .

Participant Materiali (281 pages, loose leaf and three-hole punched)
$8.00 per

By Charles Jung, Ruth Emory and Rend Pino

Audiotapd Recording
$3.85

Text: Fox, R., M. B. Luszki and R. Schmuck. Diaening,Classrqom
Learning Environments. Chicago: ,Science Research Associates,
1966. ($4.00)

Administrators Version

Leader's Guide: Research Utilizing-Problem Solvihg (287 pages, loose.

. leaf and three -hole punched)

$11.10 '

Participant Materials (287'pagis lose leaf and three-hole punched)

Audiotape Recording
$3.80 4

$'!90 per set

, -
Text: Fox, R., R. Schmuck, E. Van Egmond, M. Ititvo and. C. Ju g.

Diagnosing Professidnal Climate of Schools: Fairfax, Virginia:

,NTL Learning Resodtces Carp.; 1973.
it

07.75)

Optional evaluation reports arevailable for $5.00 each.

.

'Client groupl Ast consider:

Cost
, .

1.', fdr trainers, 5 days plus travel expenses and,pger diet

. . :

2. Release time for participants, 5 days'

Adaptability

The printed materials. are easily adapted by qualified traders to

meet the needs orusers other than. educational personnel.

1 5
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Product Availability

Training Materials: Commercial-Educational Distributing, Services
P. 0. Box 3711

Portland), Oregon. 97208

Evaluation RepOrts: Northwest Regional Educational Laboratory
,Itproving Teaching Competencies Program
Dr, John.Lohman, Program DireCtor

For Additional Infornat4 Contact

Dr. William T. Ward
Improving Teaching

at.

Eompetencieserogram
Northwest Region Educational Labdratopy
710 S.W. Second Avenue
Portland, Oreon 97204,

(503) 248-6868

(-4

Ao

4 4
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Intended Users

_ . r

Social Conflict and Negotiative Problem Solving is designed primarily

. for the following role groups: teachers, administratOrs, supervisory

and-coordinating personnel, and persons from teacher associations,

colleges, universities, state departments and community education groups,

Main Emphases

Social Conflict and Negatiative Problem Solving is a relatively

structured, experience-based workshop which focuses.on helping People to

develop more useful personal understandings of 'conflict'and to respond

more successfully to conflict situations.

Intents/Contents .

The workshop is based on the assumption that experience precedes

learning and that the meaning gained fro:van,: experience comes from tIt,

learner. Participants have an opportunity to interact with designed

activities and theory papers to form personal understandings and attitudes
.

about the following key aspects of conflict:

146

The nature of conflict

What is .conflict

The causes of 'conflict

Feelings and conflict
Diagnosing conflict

Self-interest and conflict

The role of self-interest in conflict
Distinguishing among self-interest, selfishness and altruism

_Identifying your awn and others' self-interests
Presenting self-interests: assertive, nonassertive and
aggressive styles

15
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-Power and conflict

The role ad powdr in conflict
The bases of power
Feelings of power and impotence
Diagnosing power,

.

Responding to conflict

Interpersonal styles for coping with conflict:
avoidance, accommodation, competition,-collaboration
and negotiation -

A Negotiative Problem Solving process for Conflict

Conditions for negotiative problem solving,,
Diagnosing conflict-
Preparation for negotiation 2,
Good faith bfrgaining

Assessing negotiation outcomes

Main Activities

Through ddSigned activities and simulations, participants'are presented

with multiple opportunities, to involve themselves in laming about conflict

at personal and interpersonal levels. Particiyants are endauraged.to

establish and pursue their own learning goals and to support norms of

openness to self-inquiry, risk taking and'experiMenting with new behavior.

Opportunity is provided for personal reflect.on and integration, and for

application ,to participant work settings.

Provisions for Use

A. Format: Workshop

.

B. Personnel Required:

A team of two qualified,and experienced trainers per 20-36
participants

C. Product Componenti:

Required: 1 trainer's manual per trainer
4'1 set of participant'materials per participant

147



Optional: Evaluation Report(s): Planning Milestone Report
for Social Conflict 'lied Negotiative Prqplem4Solving
(1974)

1Pilot Milestone Report for Social Conflict and
Nelliative Ptoblem Solving (1975)i

Interim Milestone Cycle41 Evaluation Progress Report
(1976).

D. Other Resources:.

Newsprint, felt pens, masking tape //

A large room (preferably carpeted) with movable tables
and comfortable chairs
Beverages and refreshments in the room

E. Related Products:,

F. Time Span:

4

The workshop includes five days of training which can be covered
donsecutively or on consecutive weekends.

Conditions of Use

This training maybe more effective if participants have previous.

workshop experience in small-group prbcess Participants must, be,

present for every session of the workshop since the exercises are

sequential and cumulative; interdependence among participants in .these

exercises is high.

Cost Range

Materials are currently under development and training is provided

at no cost to participants when used for field test purposes.

Adaptability

148

Information is not available at this time.
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Product Availability

The materials for this program are currently undergoing deve1opment

and - evaluation. For this reason, the training materials are-available-
,

for approved field test purposes only. Optional evaluation reports are

available at $5.00 each from the Northwest Regional EducationA Laboratory,

Improving Teaching Competencies Program, Dr. John Lohman, Program Director.

,r

For Additional Information Contact

Dr. William T. Ward
Improving Teaching' Competencies Program

, Northwest Regional Educational Laboratory
710 S.W. Second Avenue
Portland, Oregon 972D4

(503) 248-6868

4

4,

I 5,

a
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Intended Users

Primarily, Interpersonal Communications hasbeen designed for the

fallowing role groups: teachers, administrators, supervisory and

coordinating personnel,,and preservice education students. The

instructional system can also be used with high school students and

parent groups.

Main EMphases
. .

,Interpersonal Communications is an experiential instructional

system. It provides (a) information about the procegs of communication,

(b) opportunities for participants' to increase their interpefsonal

communication skills and (c) experiences for understanding one's own

styles of communication.

Intents/Contents
4

An Interpersonal CommuntcaLons'workshop provides participants with

c

knowledge and skills generally applicable to:

1. Face-to-face communication

2. Individual styles of communicating

t. Group-an organizational factors which affect commnication
4

4. Cont d improvement of one's communication skills

During tle workshop, exercises incluctgi (a) parap rosin's. (b)behavior

description, (c) describing feelings, (d) nonvefbal comm cation, (e) the

.concept of feedback, (f) matching behavior withintentions, .(g) communicating
,

UndeK pres ure' and (h) communication patterns in the'ichool-buiding.

155
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Main Activities

There are 20 instructional sessions that co8prise an IPC workshop.

Each session involves the participants in practicing communication

behayiors, learning ways td recognize these behaviors, and receiving

feedback concerning their use. The system includes films, theory papers,

written exercises, observation activities, and self-evaluative guides.

Provisions for use

A. Format: Workshop

B. Persontiel Required:

.One experienced trainer or a team of qualified trainers,
for 12-36 participants (materials provided for multiples
of 6).

C. Product Components:

Reqdired: 1 trainers manual per trainer
I set of participant materials per ,participant
9 16 mm filmS
1 audiotape

Optional: Fie10,Test and Outcome Milestone Report for
Interpersonal Combunicat!ons (1974)

Summary of Interpersonal Communications Field
Test and Ouicome Milestone Report (1975)

D. OtheilResources:

1 film projector
1 tape xecoiher

Newsprint, felt pens, masking tape
A large room (preferably carpeted) with movable tables and
comfortable chairs -

Beverages and refreshments in the room.

E. Related Products:

1 6 1
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F: Time Span:

There are 20 sessions which require approximately 30 hours
to complete. Whenever possible training should be covered

days heldin'five consecutive days or two sessions of 2 11
'within two weeks.

Conditions of Use.

Although there are no prerequisites, participants must be present

for every session of.the workshop since the exercises are sequential
and cumulative.

Cost Range

Leader's Manual: Interpersonal Communications 1396 pages, loose
leaf and threvhole punched) $19.95 each

FarticiAnt Materials (342 pages, loose leaf and three-hole punched)
$12.95 per set

By Charles Jung, Rosalie Howard, Ruth Emory and Rend Pino

Audiovisual Instructional Materials
$195.00 per set of nine 16 mm sound films and one audiotape

Above prices plus shipping charges

Optional evaluation reports are available for $5.00 each

Client groups must consider

1. Cost for trainers, 5 days
'.,

plus travel expenses and per diem

2. Release time for participants, 5 day

(3-----

Adaptability

Easily adapted by qualified trainers to meet the needs of users other

than educational personnel.and'to fit into differing time constraints.

15
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Product Availability

Training Materials: Xicom, Inc.

RFD 1, Sterling Forest
Tuxedo, New York 10987

Evaluation Reports: Northwest Regional Educational Laboratory
Improving Teaching Competencies Program
Dr. John Lohman, Program Director

For Additional Information Contact

Dr. William T. Ward

Improving Teaching Competencies Program
Northwest Regional Educational Laboratory
710S.W. SeCond Avenue
Portland, Oregon 1,97204

(503)248-6868

ti
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Intedded Users

Primarily, Interpersonal Influence has been designed for the foils/wing

role groups: 'teachers, administrators, supervisory and coordinating
41.

personnel, and preservice education students. The instructional system

can also be used with high school student's and parent groups.

Main Emphases

. In_terpersona"1 Influence is an experiential*system which provides

(a) information about the basic concepts of influence procesqes,

(b) opportgnities for participants to practice influence skills and to --

identify their characteristic Styps of interpersonal influence.

Intents /Contents

The activities in this instructional system are designed,t proliide't

the follbwing competencies:

Ability to identify and explain. the major ideas that describe
the p ;ocesses of interpersonal influenCe JO

Capability for using guidelines provided to diagnose and analyze
forces and efftcts of influence in selected interpeisonal and _

group situations -4,'" '

\ ,j'IA*mol44.

Ability toy identify and make jud s about one'saharactdristi
influence styles

.

. .

Ability t identify exteet and na e of .one's own need tei
.1influence a

Capability for identifying ways in which pr nciplgs learned and
guidelines utilized in the workshop may be s plied in settings
other than the workshop

154
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Main Activities'

Where are 20 instructional-sessions inan Interpersonal Itrfuence
.

4 N., ,
'workshop. .DuringtEhe workshop,..participants experlInce a variety of way's

An'which they'may'learn about interpersonal.influenCe. There are written
_ s

,
.

definitions, deseriptions,.some films awl tape recordtngs_to illustrate

:0-

behaviors of present dilemmas. There,d*e times for refiecting on
0

lr
.experiericts and ways-of doing things; times for'distussing'ideas;

4'

4

techniques for observing and analyzing behavior. Thgrg are opriortunites AP.

to share oWervatiOns with others sandlot° ask forobservations And reactions.

There are some simulation, task performance and role playirt situations

- in which participants ,can try out behaviors.

litroviston;e a4,
I'l! -

/
Or A. ,Foriltat: Workshopt

a

'

B."---fersonnel Requited:
. .,

One experienced trainer per 12-36 participants '' !e

. b .,. ---
C., Product ComponentS:

Required: 1 trainer's manuai. per trainer
1 tet of participant materials per partiCipant
16 mm films

. .

'11 4 ,

, .1 audiotape
.

"- s
Optional,:, Followup Survey'cif -Intirpersonl InflUence

...
Interim. Field Test Participants (1974) .

%
9

--Interpersonal Influence Interii Evaluation
/-

. keport:(1974) _- I
,7,--0,

SUmmary of Interpersona/ Influence Inter -1n
Field Test and rallowup Survey (1975) '

. . ...
.

- .

Interpersonal Influence Final Evaluation Report
Report (1976)

0 .2--

.
.

SumMaryReport of Interpprsonal Influence Field
test, Impact Study and Expert Rev,iew (1976)-i ' .
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D. Other Resources
1

, .

..

1 film projector
1,tape recorder
Newsprint, felt pens; masking ;ape A
-A large, room (preferably carpeted) with movable

4 tables and comfortable chairs
y. BjArerages and refreshments in the "room

T...
. Yal.-...

E. Related Products:

.

F. Time Span:

The,20 sessions requite approximately 30 hours to complete.
Whenever possible training should be covered in five consecutive
days or two sessions of 2 11 days herd

IP
within'two weeks

nditions 'of Use

Although theme are 'no prerequisiiks-for this trai'ing, participants

must be present for every session of the workshop since uhe'exercises

are sequential and cumulative.

Cost Range (

Leader's Manual: Ihterpersonal Influence'(237pages, loose-leaf
.and three-hole punched) $19.95 each

011p,
,

'`Participant Materials (185 pages, loose leaf and three -hogs
punched) $12.95 per set

By:Ruth'EmOry and Rene .Piro

,,,Audiovttual Instructional Materials,

$99.50 per set of four 16 mm sound films and twb
Audiotapes 1.

4

. Above pricei plus shipping charges .

Optional evaluation reports are available fq,$5.00 eac

leClient
;groups must consider: 41

4,,,,

41--, el

ie. .

k

I Cost for trainers, 5 days phis travel expenses pd-per Aiem._
. .

--... _
,

to. . .

2:, $elease time forfor- participants., 5 dayg.



4

4
AdantabilLt;

The printed'mattrinls are ea§ily adapted by qualified,' trainers to

meet the needs of users other than educational personnel and to fit into

differing time artangments.

0
ProductAvailability

Trainirig Matrials: Xicom, Inc.
RFD 1,. Sterling Forest

Tuxedo, New York 10987

Evalution Reports: Northwest Regional Educational Laboratory
Improving Teaching, Competencies Program
Dr. John Lohman, Program Director ,

For Additonal Information Contact

Dr. William T. Ward

Improving Teaching Competencies Program
Northwest Reg.ional 'EdIfIcational Laboratory
710 S.W. Second Avenue

.

Pbrtland, Oregon 97204

, (504 248 6868

101
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P?EFAFING\73TXTIMAL TRA';NING CONSULT A., SKILLS TRAINING

Rene Pino, ALthor/Devaloper'
Ruthspiory, Author/Developer

Charles Jung, Coauthor/Developer

First of the thr e-part PE;C series.

Intended' Uses

This t.rainingsystOnds designed fftteducators at any level mho
. .

wish to acquire trainer and consultant skillS.

Main Emphases -.. -

Preparing EdUcational Training Consultants: skills Training-is an

'experiential instructional syttem whid*provides training in such process, .

skills as goal setting, problem solving, communicating, influencing and

decision makleing. ..T14 focus of -a. Pr eparing Educational Train ing Consultants:
.

ale /(

Skills TrAining workshop is to prepare participants to function as skills
.

., 1 .

.

. 4,

trainers and-to conduct group.pxocesS skills .workshops.
4 ' .

c es

Intents/Contents J.

The general goal at Preparing Educational Training Consultants: Skills*

Training'is to teach participants to train others in process skills and to

facilitate the,functicining-of small groups. During this process, skills

trainers are prepared to:

4
i. Assess issues and problems within a small group

2. Diagnose skill nseds of individual within the grOup

3. Identify group priorities for skills training exercis

158

4. Apply criteria for selec ing and sequencing skills training
exercises

5. Adapt and conduct skills tra ing exercises

6. Evaluate quisition of skil



-Main Activities r
.

The Preparing gducational Training .ConsuNants: Skill's'Trainers System
. . -

is a two part workshop. The first part ot- theprtgramoconsisis of axone week

training program during which the Preparing Educational, Traioint Consultants
4 ' t

y:

Skills Trainers trainees (skills trainers) -stud, the basic concepts of the
lie-

instructional system. Also during the firstmeek:'thelkills. trainers are

pnomded with a series of exercises to praciice!group skills training.

The second part of the workshop is a practicum for the skilittiainers.
.

r/ . .J

.

5During the practicum the skills trainer trm rPos; eath.trio works with a:,
,"

second group of 12 to 24,
.

people. -econd training week is referred to
. ,

,as the Group Process' Skillsiworksh nd the second (Oet Of participants
. . / ,.

.
.

r .

are called Group PrOcess Skills 't These sessionswhich are conducted

over a 5-day pieriod, are desigeid,§p up.Process Skills trainees can; obtain

training in group 64Cess skills'from the'trio Of skills trainers. The
) k
tech-

0.
n4qvies and strategies of group process exercises are applicable to any group

for whole the materials are new.

iovlsion
.

s fet Use
4

*

Part I prepares skillg trainers to -ct3nduct grouplarOLess skills,'
exv-sises

A., Format:' Two -Part Workshop

. .
,

Part, II (Group Process Skirls workshop)' allows skills ainers
practice Milne they conduct,A workshop for others in,pi up'Procs

tp.

1 -

B. Personnel Required; ,

s'
"

One senior tral!Ter who has completed prerequisites including'
Interpersonal Communicatioas' and Research Ptilizilg Pr,oblem -r
Solving or has hag comparable traind.nt expefience

Parts I and II,: Twelve to eighteeen materials
have been prepared for multiples of three

,Part II: Twelve tb'twenty-four GPS participsants_per-trio of
skills trainers r

1? G

.

-
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,Product Components:

,.Required Part I: Skills Training

1 set,;of. instructional strategies per senior, trainer

. 1 'set of participant materials per 'skills tt4iner.

1 set of collection of exec38es per senior and skills

trainer -.
1 /

Multiple copies of. exercises per workshop -,7

.
.

Part II: Group Pro6'ess Skills Practicum
1

.
.

. 1 set of inst'rhorial strategies for roup ProCess Skills-C
'per stills' trainer

',

1' set of participant materials per Group,Process Skills participant
Multiple copies of exercises per workshop ..

.....

Optional: Field Test Technical Report for Preparing EdUcational Training
Consultants: Skills Training (1975)

Outcome Evaluation Report for Preparing EducAtional Training

,Consultants: Skills Trainfr (1976)

D. Other ReJcurces:
r

r'

t 4 .=

Part I: Spacious room with movable and comfortable furniture; chairs

and table for sM111 groups.

O

Part. II: A similar room for each team of skills trainers As well as a
general meeting room for conference* and access to 'exercise

laterials .

FaCilities for both sessions should be located near refreshMent faciiitites.

Both sessions: Newsprint, felt pens, masking tape, name tags, art supplies

E. Related Products:

/
F. Time Span:

*

w Two weeks are required for skills trainers, five consecutive days for Part' I\

and eithe five consecutive days or two 21/2 day sessions for Part M.

Part II, the GroUp Process Skills workshop, requires one, week of Group Process

Ski/ls parxiipant time.
.
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Conditions of Use
(.

Prerequisites for Preparing Educational Training Consultants: Skills
Trainers include Interpersonal Communications and Research Utilizing
Problem Solving OT comparable experience. There are no prerequisites
for Group Process Skills participants.

Because this trainingis cumulative, participants must be present'for
every ecsion of the 'workshop.

Cost Range

fa
r

Part It Skills Training I

4

1 set of instructional strategies per senior trainer ($8.90)
1 set of c011ectionof exercises per senior and ski.11S trainer

1 set of partidioantmaterial s pe r skills trainer ii6:85)
MUltiple-copies of exercise handouts

Group Process Skills Precticum

($31.00)

1 set Of Group Process Skills instructional strategies per skills
trainer ($6.80) ,

1-set of GroupProcess Skills participant materials per Group
Process Skills participant ($5.90)

Duplicating options for multiple copies of eArcige handouts
I set of 138 camera -ready exercise handouts ($11.00)

.1,2 sets of all exercise handouts ($64.00)
12 copies of a single exercise handout ($.50)

Optionalevaluation reports are available for $5.00 each.

Adaptability

Product Availability/ IP1Trainiing Materials:_ CommeTicial Educational Distributing Services
P. O. Bax 3711
Portland; Oregon 97268

Evaluation Reports: Northwest Regional Educational Laboratory
proving'Teaching'Competencies Program

_Dr. John Lohman, Program- Director

tion-celrfact_For Additional I f

Dr. Willia 'Ward.

Improving Tea hing Compatencies-Program
Northwest 'Regional Educatidnal Laboratory
710 S. W. Second Avenue

Oregdn -7204
4.

(563) 248 -6868
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Rene Pino, Author/Developer
Ruth Emory, AoLhor/De%,elo"per

Charles Jung, Lauthor/Developet
0

Pai-t II: Practicdm of Preparing' Educational Training Consultants j:
* Skills Trainers

Intended Users

S

Group Process Skills has been designed for the following role groups:--

teachers, administrators, supervisory and coordinating personnel, and students

in teacher preparation.

Main Emphases

The27ateriais used in a GroupProcess Skills workshop have been designed,

to hel participants becomemore effective members of the organizations to

which the belong. The materials emphasize such process skills as communication

stechniques,.problem solving, decision making and goal, ,identification,

4

Inte;:ts/Contents,

T!le Group Process Skills program has_been developed to provide participants

with'the opportunities to:,

ASsesg existing.and potential, problars within an organizational
, subgroup,of :Mich they are a part"

Identify small group process skills whicH they, as an individual,
need to'impreve

Increase they experience with these skills by participation,in
exercises chosen by the trainers

Integrate learnings.for application in their bacl4home setting

Main Activities'

As-a group corks through the materials under .the guidance of the trainer,

t.
data is gathered'ob the group-s makeup and use of prOcess skills. Participant's

1 N

Gather iauch of this data themselves and learn to analyze it. Meanwhike, the

trainers use the data to diag-nose skills needs as well as to select
f

and.sequence,ercises especially designed to speak tosuch needs.

=162 46



iro'iisions for Usc

A. Format:' Workshop

R. Personnel Required:

Two experienced trainers per 12-36 participants

C. Product Components:

1 set of instructional strategies.for 'Group Process Skills
per trainer

1 set of collection of exercises per trainer
1 set of participant materials per Group Process Skills
participant

Multiple copies of exercises per workshop

D. Other Resources:

Newsprint, 'elt pens, masking tape, name tags
A large room (preferably carpeted) with movable tables
and comfortable"- chairs

Beverages and refreshments in the room

_ E. Related Products:

Group Process Skills is used as the-practicum for Preparing
Educational Training Consultants: Skills Trainers, a training
system designed to prepare individuals to functionas, "skills
trainers."

Group Process Skills requires approximately 33 hours of training.
) Whenever possible, tfaining should be covered in five consecutive

days.

Conditions of Use

Although there are no prerequisites for this training, participants must

'be present for every session of the workshop since the exercises are sequential
*

and cumulative.

Cost Range.

CollActiO of EXercises ($31700)
- Group Process Skills instructional Strategies ($'6.80)
Group Process Skills Participant Materials ($5.90Y
DUplicatingoptions.for multiple copies of exercise handouts,

1 set of 138 camera-ready exercise handouts ($64.00)
12 -sets °Call eLrciseshandouts ($64.00)

.

0
12-copies of a single exerciAe handout ($.5O
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'.Client groups must consider:

1. Cost fur trainers, pdays plusAtravel expenses and per diem

Release time for participants, 5 days,

"Adaptability!

This training system is easily adaptable by qualified trainers tome the

needs of users other than educational personnel and to fit into differing' ime

constraints.

Product Availability

COmmercial-Educational Distributing Ser4ces (CEDS)
P. O. Box 3711
Portland, Oregon 97208

For Additional Information Contact

Dr..William T. Ward
Improving Teaching Competencies Program
Northwest Regional Educational Laboratory
710 S.W. Second Avenue
Portland, Oregon 97204

(503) 248-6868-
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p t ,7771G EDUCA:IONAT, TRAINING CONSULTANTS: CONSULTING

Rene Pirio, Author/Developer
iii4tuth Emory, Author/Developer

Charles Jung, Coauthor /Developer
Second in the three-part series

Intended Users

This instructional system was designed for educational. personnel with a

r,-

high degree of expertise in process training who wish to acquire small group

consulting skills.

Main Emphases

Preparing Educational Training Consultants: Consulting uses diagnostic

and Intervention techniques to focus-on consulting in a temporary relationship

with a client system. The Preparing Educational Training Consultants: Consulting

graduate sholild be capable of forming a temporary relationship with a small group

or major subsystem.of an educational organiiation. The temporary relationship

is aimed at helping the client make progress toward their goals. %t also should

help the graduate use skills to improve that part of the organization over

which he or she has managerial responsibilities. The Preparing Educational

Training Consultants: Consulting graduate learns to diagnose the organization's

problems and to prayfde,aesistance thatwiN temporarily add or strengthen such

functions as
1
managing, planning and producing. This sytems'trains, participants

to help a group more adequately accomplish its immediate goals.'

'Intents/Contents

The main purpose of a Preparing Educational Training Consultants: Consulting

workshtp is to prepare an educational training consultant to

Apply diagnostic teaniques and intervention strategies to
temporarily help' a client system add, or s.trenthen, a function
to realize a, value or attain a goal
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Diagnose his/her own competencies and derive an. explicit rationale
for assuming the consultav role

Apply phases of planned change in working with a client system

Apply a three-dimensional diagnostic matrix to identifying client
needs

Apply a three- dimensional' intervention matrix to Forking with the
client system to meet a need

. Identify his /her own competencies as related to the cells of the
'two matrices .

Identify his/her own professional growth needs and. goals

Identity his/her oi7irt value and ideological base for assuming the

consultant role

4

Hain Activities

A Preparing/Educational Training Consultants: Consulting workshop is
A

*-divided into three parts, the first consisting of thre4wconsecAive ten-hour

days of instruction in basic concepts of consulting. Trainees are introduced

to a variety of conceptual models and sc,hema related to planned change. These

include models developed by Lewin' (1951) and Lippitt (1958) as well,as,

A

comprehensive diagnostic and intervention models developed especially for

thiS instructional system. the second part is a three-day practicum in

which trainees engage in a consulting practicum with client systems prearranged

by the workshQp sponsor. The third part concludes the training with three days

of debriefing, evaluating the consulting practicum and integrating.learniiis

of the workshop.

Pro"'visions fort Use

.A. Format: Three-pet Workshop

Part I gives instruction in.basfcconcepts of consulting

Part II provides a 3-day practicum with client

Part III ihtludes debriefing, evaluating the practicum, and

integrating learnings of the wol.kshop.
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B. Personnel Required:

Two qualified triners can train 160-1 participants

C. Product Components:

Required: 1 set of instructional strategiesbper trainer

1 set pf participant Materials ,per participant

Optional; Evaluation Report(s): Interim Evaluation Report for ,

Prepating Educational Training Consultants: Consulting
(1976) -

Field Test and Outcome Milestone RepOrt Preparing
--, Educational Tran-ing Consultants: Consulting.(1976)

SUmmary of Field Test and Outcome Mile-stone Report.

for Preparing Educational Training Consultants:-
Consulting (1976)

D. Other Resourc.es:

Client systems for consultipg practicum--to be artangel by
Wolkshop sponsor

4

C4ssette recorder and tapes

4
Newsprint, felt pens, maskingi-tap, name tags

Resource library-(approximately25 books, as specified in
_training materials, l'copy each)

E. Related.Products:

F. Time Span:

This system requires 54 houi-s of training, 2(1 hours'of individual
study and 9. hours of practical experience with the lent. %Nine
days concentrated title is required or three weeks of three-day
sessions.

Conditions of"Use

-PrerequisTt'es: Research Utilizing Problem Solving, Interpersonal Communications,
_

Interpersonal Influence, Preparing Educational-Training Consultants: Skills Trainers .1

or comparable experiences:

we

ti
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Part:c1)*.n:, 10, ,,r,nsat'far etery session ot the %.orkshop sZnce

Cost F.anl,_

0

ar_ s?,Tnt.otill and ee7u1:atiVe.

stratog1. K$17.70)
P :rti.:ioaott ($14.00)

Optional evaluation reports are available fK- $5.00 each.

Adaptaility

Prod... Availability

Training NaterialseComnercial-Educational Distributing Services
P. O. Box 3711
Portland,' Oregon 97208

Evaluatioa Reports: -Northwest Regional, iducationcil Laboratory
_Improving Teaching Competencies Program
Dr. John Lohtilan, Program Director

For A4itional Infor7ation Contact

Dr. William T. -Ward

improving Teaching Competencies Prograin

,,;erthwest,Pegional Llucational- Laboratory
710 S.W. Second Avenue
Portland, Oregon 97204

(503) 248-6368

1 7
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;,./:: 'FREP,IRINGEDCAT703,1L TFAIN1G COZULTANTS: ORGANIZATIONAL DE:7L1PMENT.
.'" ql'Aa:
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* .Rene Pino,\ Athor/iel8pet . - Owle
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.....,......
.

.lmRuth Emory Autho veloper
1, fi

.,

it

.
\ -

.s,

Charles Jun, CoauthofDdveloper
s

. -. ;
\ it

..

Thifd in the-three-partPreparing Educational Training Consultants series,
i

, p i
_ -

4
Intended Users

:This sytem hasbeen designed for educational persdelner.wiih a high degree

of consultilliskiilMio wish twocquire orinizational deyelopment training

and consul_ing skills.

*tip.
--

Main-Emphisee 4. 4
-c-

. 4P '
..

jteparing Educationalq,rainj4ng C nsultantss, Organizational Development
0 %,.

,

- - . , .. " .

Provideiparticipaq witb the. opportunity to acquire the knbwledgewskills .

.
: 4f

,
. 00'ik and seAiltilties need4 to,prdVide,organizatio4A1 development training and

.. ,

' consultation"1111 IL V"
achools..' It provides training in helping an educational 4011'

7 a
.

,.
f '

1 organizition 1SLieve strUcturial and normative 'change. Its alm'is to prepare ,
, 0 i ... ,

' cortultaire7O help 4? ifent.when desired and feasible. These consultants,arao

i should be-able to help it to,thange the kings of objectives'it sets for itself ,,,

-anal to utilize new kinds'of tesounces inkttaining them. L

t wf

. /Contents - )t
.

The Preparing Orga Ttaipias Consultants: niztdiornal Dev-elopment".

. ,

,- ,

.

II
instructional system prepares participantsto become anizational Developmeti'(OD)4

-,

141
.

.
.

,, .. .. ,

/,,consultan.As,aresalt,ofttiis_lraining,- consultants are expectea'tp, beHtble'to:-
. . /.

: &
.

1. ,I4ntify and.expladd the thajor organizational 1e4elopment
,

.:-

cbnceptuafization and -incerventpn strategies tat Mre
..k ;presented in thi,,Pr'eparing Educational Training Cenixileants: -

...0tgalaizal.Qeveloment inttructOngl system ' t .
.

2. mtstahlish a definite and wrkable relatpnship and contract with.
.

1.

,', '4 ,. aclient gropp.
* J - A -4P - ./-IP

?

%

,

t '
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e

. 4

1. Aeet with a potential client group nd trans.late this group's'

difficUlties into a specific plioblem or problems on which the

group wishes to work

4. .Collect information from the client group so the group's problcm(s)

, may be diagnosed and clarified
A

..

.
... ,

5. Design, provide and assess the effectiveneof intervention

activities' that allow the client group to eXplore and examine

,alternatiye norms, ptocesses,and structures,

. Design, provide and assess the effectiveness of, intervention
activities that allow the client group to accomplish normative,

protedural or structural changes resulting in increased
functional capabillky in the organization

. .

/
..

.
7. Achievea..41erminal relationsHip with'the client. group by gredual

withdrawal and by establis4ng,structure and ptOcedures-to:
substitute for the services= provided by the consultant

6.
.

A .
,

,

461' Main Activities

o
During training, the

.*

Preparing Educational'Training ConsultaVWnts:

w 11POrganizational DevelOpIynt trainees complete/a preworkshop assignment,'
A , /

*

attend wofkshop meetings, and conduct an o ganizetional development project
A

with a predetermined client group.

\.:

4
training is spread over a period oft eight months' 'Wring this time, the

. ,

Preparing Educational Training onsultants: ,Orgzational Deveropmen(0 /

... ' .A.. . '

A trainees complete a.5-day workshOp assignment; attend 17 days of workshop
O A.

meeting2a and spend iininiu of ,10. days conducting an prganizatinnal develipri
.4 -1.-

. ,

" a .

ment project wit clientclient group. The following chart.outlines .

V_

Prepting Educational Training Consultants* Organizationeol. Developpent-

W -
V .

the timeline/for major training e e s,

7 .

/

A
p

f"

Month 1 Month 2. Month 3. "oath 4 f "onth 5 - nth § Month 7 :both 8

?rewrokshop
Ass:game-Ix

(Tcrta1 1

...

4-Lav

Worksnop

Meettng.

3-Day.
.C.:(irks'nop

"Meeting

3-tay
Workshon

!leeting

3-Day
Workshop
Haeting

.

'e lay

Workshop
Meeting

Noce: There are appruxi=ately.50 co 35 days bet.leen worKsos,oeeciugs fcc OD protect war.:
.

---C- with clieht groups. .

.

L
. r
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Provisions for.Use

A. Format: Workshop

B. Ftrsonnel Required:-

f

Two qualified trainers per 12-27 participants#(in teams of 2 or 3) '

C. Product Components:

Required: 1 set of '5 monographs per trainer
1 set Of participant0materials per participant
1 copy of the "central ideas book per participant,.

:*Optional: Pilot gilestorre Report for Preparing Educational Training'
Consultants III: Organizational Development (1976)

D.' Other Resources:,

Name tags, newsprint, felt pens, masking tape

E. Related Prducts:

Time Span:

:ekXTraining is spread ewer a period,of eight months. InClUded are:
-a 2-day preworkshap.assignment, 17 days of workshop meetings, and
at least 10 days spent conducting an OD project.

111/'

Conditions ,Of Use'
4 VVO

Prerequisites 414

The following training or comparable' experiences are require4,fOr

participation,: Research Utilizing,Problem_Solving, Interpersonal Comtmunications,-

Interpersonal InfluenCe, Preparing Educational Training ConsUltants I:' Skills

Trainers, Preparing Educational Training Consultants II: Consulting, Social

,.'Conflict and Negotative Problem Solving.

.4

4.4
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ti

fir.,2,e,ntPart.1,::p"--1!_,, -:ist 1.2 for every session of the workshop since
'-14.--

. th2 c%...1',1:4-' :.,re s-crtial and ru.11ulative.

Co ,t Rang-2
O

Not yet available.

Adaptability

Product Availability'

.

These trainint, materials are slated for publication in fall. of 1971.

Optional,evaluatioo reports may be secured from:

_Northwest Regional Educational Laboratory s
Improving Teaching Competencies Program
Dr. John Lohman, Program Director

For 4dditional Information Contact

o I

br. Willi/v:1'T. Ward

Improving Teaching Competencies Program.

41
Northwest Regio Educational Laboratory
710 S./. Second euue
Portland, Oregon 972C4

(503) 248.26863
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Appendix C

REGION I PROPOSAL

NORPORT PUBLIC SCHOOLS.
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PROPOSAL FOR . 0

1 HUMAN RELATIONS SKILL-DEVELOPMENT

PROGRAM FOR STAFF
1

OF THE NORPORT PUBLIC SCHOOLS,

b

_i

t.

A PROGRAM TO PROVIDE:

'Preparatory skill training for staff prior to participation
in human relations in-service training

.

Assistance in development and implementation of staff-
developed human relations building-level programs

- Management development in-service training for selected
school personnel

Consultation
1
in organizational selfrenewal

f
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Overview

The Norport school Board' ctment of Bcp4rd Resolution 1974-14

. affirms the goal of the Norport P blic Schools to alter community norms

in favor of a multi-ethnic, cult rally-integrated cducvional experience.

for all children enrolled in th Public Schools.

In support of the general oncepts.proposed by the Board Resolution,

the administration of the Norp rt Public Schools has provided resources

to carry out a number of pro:grams which are suppolikve of district-wide

,desegregation integration efforts. The DiStrict's staff-development

efforts in support of desegregation/integration encourage the imple-

mentation of varied training experiences which will lead to the

improvement of skills of existing staff members in areas related to

human relations. Ihrough the establishment of a District-wide Human

Relations Task Force, specific emphasis is directed toward preparing

students, teachers, adminijratorsparents and community groups to

participate effectively in'an open, pluralistic society.

The In-Service Training Unit of the Huma'.n Relations Task Force

currently provides an in-service program desigried to acquaint staff

with the diversity of cultural heritages tn our society and to foster

acceptance of the right to individual difference inherent within a Os

pluralistic community,

Additional District-wide programs provide support and training to

staff in areas of curriculum, instruction, staff assig nt, student

assignment and community involvement.

District personnel are being encouraged to exp riencetraining to

gain an understanding and appreciation for cultures different from their

own. Administrators are being asked to serve as mode' to promote
--e
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participation of their staff in human relations training rand Co demonstrate

their concern for minority and, sex stereotyping by applying sanctions to

negative behaviors exhibited by colleagues Zd- staff. Each member of

the educational team is encouraged to explore the relationship between

himself and the society in which he lives.

The traditional notions of a "melting pot" society 'are being

Confronted; the'shift from this orientation, which assumed a false

security by never looking past the similarities among people, is both,

threatening and exciting. Facing the conflicts inherent --in valuing;

rather than merely tolerating them, suggests_that people acquire not

only the skirls but also attitudes that peimit thee to appreciate tkie

1 alistic
/

differences among themselves.

Board and the District have declared their intent; the real

chafIen e now lies ahead--the challenge of preparing staff, students
. ,

and community to live in a trdlly pluralistic society.

During the past four years the concept of "alternative educational

experiences" has found acceptance in most educational institutions.

From vindiyidualized instruc " to "alternative educational Programs",

educators seek to tailor learnina experiences ti the needs and styles

of learners.

The application of this conept to staff development programs not

only-recognizes the concept of pluralism but has the potential for

broader participatiOn of professional staff: If our intent is to

stimulate-a change in lbcal normative values, then it seems imperative

that programs be implemented which,. 'while coordinated and,compatible,

he broadest possible participation of staff.

190



THEORETICAL CONSTRUCTS RELATING TRAINING TO A HUMAN

RELATIONS RATIONALE

In a discussion paper, Hierarchial proach to,Human-Relations

Skill Development
+

, Dr. James Markham characterizedvomez_pf. the dangers

inherent in selecting one "human relations" program or.approach for

all people. He proposed, in lieu of a. singular approach, a series of

.

programs from whidirelections cold be made. "Each staff riember,"

he proposes, "would develop with his immediate supervisor an assessment

of his 'human relations' skills and a plan for thoSe areas in which

there are apparent deficiencies and/or-perceived needs."

Dr. Markham's paper proposes five ldvels.of human relations skill

developMent, beginning with an experiential entry level and terminating

with maximum experiential integration.

Employing the hierarchial framework prosposed by Dr. Markham, this

paper proposes a series of programs designed to foster implementation of

1) a skill - development, human relations program, 'geared to the needs of
I

most teaching staff, 2) an intensive, in-depth, experiential program

for the preparation of student services specialists and administrators

as primary human relations facilitators, rid 3) a developmental, manage-

ment oriented, in-service program for Selected administrators and student

services personnel, who, with .appropriate training, will be able to

assist the oisanization increase its capabilities to meet the changing

needs of learners,in a multi-ethnic, multi-cultural urban center.

These three program levels correspond respectively to Dr. Markham's

proposed hierarchial Levels II, III, and IV.

The thrust of Level II training will foCus on maximizing current

District efforts in Human Relations training by providing entry- level.

-+Seq Appendix C 191
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human relations skill to staff who have not participated' in the Human
r

Relations In-ServiCe.Training.Program an by' providing those who have

,

participated:in the In-Service Training Pr tam assistapce.in the develop-

ment and implementation (4 building-level action plans. Priori for--
,

participation, in Level TI activities will be staff from thyse schools

targeted for desegregation dur ing school year-1974-75.

Level III will give attention to the preparation of trainers/

facilita ors responsible for' implementing Level II-prog'rams. This
oo

level is s contf atian-of efforts begun during school year 1973-74.

Participants el III training will be drawn primarily from the

ranks of student services and administration; however, some:teaching

personnel..3.nd community representation might be included at this level.

Level IV programs will specialize in the preparation of educational

consultants who are competent to interact not only with an individual

school unitunit but with the larger systeM and its inherent components.as

r.

well. A select number of administrators and student services personnel

will participate in Level IV.tratning events. Upon completion of

training. participants at this level will have the capability to assist

4 the system to assess its effectiveness and institute procedures to brin&
I

about normative institutional dhanges responsive to community needs.

Following below are Dr. R4asby''s "hierarchial Levels" and descrip-

tions of proposed skill-development activities recommended for

implementation of each

Piererchial Level II

"This program level corresponds to Cordon's. Effectiveness

Training Program and Northwest Regional Educational.Labora-
4
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the primary focus. In additidn, problem identification

and.problem solvingiskills, aA pertain to school and

community problems, would be dmRhasized c integral

part'of.the program would be an experientia focllowLup

where the participants would ;be expected to be involved

in multi-ethnic, multi-cultural action programs and

1

experiences. After completion'of this level it wou d

be expected that the majority of participants would

have minimum cQmpetEncy."

.

PROPOSED SKILL-DEVELOPMEN ACTIVITIES

1

' Participation in one dt more of the follOwing programs will provide

staff opportunity to' acquire skill in' problem identificatio , problem

solving, interpersonal a9d intergroup- processes, and-'co,Tun cation

skills development:

Research Util ing Problem Solving (40 hours)

ParticipantA will learn to a) identify and diagnose a

problem i their classroom or school building; b) develop
a plan o ,action to ameloriate, manage or change the ident-.
ified s tuation; c) implement the action plan; al) evaluate

A the s ccess of the plan and e) revise the plan until the
iden ified goal is attained.

ersonal Communications (40 hours)

Participants will be able to a) identify and use'five'basic
/ communication skills; b). communicate under pressure;

c) identify one model for effective school building
communication patterns; and d).demonstrate improved per-

,.ceptual listening and conversational abilities.

Intepersonal Influence140 hours)

Participants will a) be able to identify fiv4 basic concept's;
about the process of interpersonal influence; b) identify 1

one's own characteristic style of,using'and responding to
interpersonal influence; c) identify four other styles of
inf)ence and d) practice skills of interpersonal influence'
out de the workshop setting.

19.1



group Process Skills (40 hours)
7.

Participants.will be able to a) assess existing and potential
problems within their school; ID') identify one or more small

group process skills which they need to i'mprove to,dunction
1?; effectively in a small group, c) increase th4r experience

with, these skills by participating in.exercis&s chosen by
their trainer and d) integrate their learnings for appli-
cation in their assigned school.

Hierarchial Level III

"This skills development phase is considered'the entry

level for maximum competency. It should be the level, at

whi:Eh all administrators and student services specialists

must be competent. The primary focus would be 'in developing

1) high level skills, intergroup awareness, multi-ethnic

and multi-cultural knowledges; 2) advanced problem identi-

fication skills ( organizational needs assessment) 3) entry

level skills in organizational 'analysis (development of

action/preventive programs, processes and strategies); and

4). conflict resolution skills. As with previous levels.

an experiential follow-up phase would be an,integral

component of the program."
('

I

PROPOSED SKILL DEVELOPMENT ACTIVITIES

Participation in Level III activities would be primarily student services

specialists and administrators. Activitieswill focus on the preparation

of personnel with capacity to im'lement school'level.programs in the

,areas of intei-group awareness, Problem identification /problem solving,.

organizational analysis, and basic confli resolution strategies. In

addition to Level II courses, participan

0 .in the followirtg:
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5

Preparinz Educational Training ConsulNaTIts I (80 hours) (
C

Payticipants,.will be able to a). apply criteria to ident -4
of organizational issues, b) diagnose skill

practice needsof individfials, c) identify grotip prioritys
for skill practice, d') apply criteria for selecting ski}
practice exercises, e) apply criteria f6r sequencing skill
practice exercies, f) apply guidelines for conduCting skill
practice exercises, and g) evaluate acquisition of skills.

Preparing Educational Training Consultants-II (80 hours)

Participants will a) apply planned change phases'in work. with
a client system, b) apply a three dimensional diagnostic
matrix,to identify client needs (the matri includes cat-
categories on diMensionsof 1) Itvel of hu an systems.,

.

2) operational chancteristics and 3) funs ions) c) apply
a three dimensional diagnostic matrix to working with the
client system to meet a need. (the matriX includes categories
on dimensions of 1) rOle of the consultant, 2) type of prdbr-
lem solving and 3) type of interventions) d) identify
personal competencies as related to cells of.the two matricele
e) identify own professional grotath needs and goals and
f) identify own value and ideological base for assuming the
consultant role.

Human Relations"(Task Force) In- Service Workshop (40 hours)"

The Multi- Ethnic Human Relations In-Service Training
Program is designed to present affectivt awareness train
ing to 'school personnel, students, parents and community
representatives of the twelve consortia,of the Norport
School District #1. The particular emphasis of the
program focalizes on factual knowledge, life experience,
affective behaviors and attitudes associated with Asian-
American,'Black, Chicano, Native American and White
Cultural/Ethnic groups; with particular attention given
to the impact of these cross-cultural inter-relationships
on rainotity and non-minority student.alhievementS., '

expectations and self-images.

HierarChial Level IV'

"This level Of skill development is considered as a reinfOrcement

phase of commitmentphase. It would be expected that people who enter

this phas,would have einonstrated by past performance, training and

behaviors that they have maximum competency in all or most of the

following: 1) 'human relations' skills; 2) knowledge of multi-ethnic

and multi-cultural experiences; 3) organizational problem identification

201 1.95

0



4s

and problem solving

zeional action a

onflict resolution;45) development of orga.41.-

ntenance 'of programs. The individual would

select programs and experiences to sharpen or reinforce skills. The

experientia comp nent.might involve exchange of positions to gain Aew

A
experiencek, reness, and exposure.."

PROPOSED S LL DEVELENT ACTIVITIES

Par icipation'at this level would include only select administrators

and s dent set-Ices specialists. The focus of training will be toward

,

ving diagnostic and intervention teohniqueS, to facilitate normative'

structural changes in the organization which 'maintain improved

functions and which assist the organization decision-making processes

to respond to social changes. In addition to Level II & III, partici-

pants in Level IV will participate in.t,he following:

Preparing Educafional Trai Consultants III (150 hours)

Particip.ants will be able ) diagnose syitemic needs of
the organization, b) diagnose the organization's potential
for increasing its functional capacities, c) analyze system
change objectives, requirements and4tonstraints, d) plan .
systemic changes e) dekign procedural change, f) design
structural change, g) assist changed functional capabilities
elthat enable the organization to add new kinds of objectives
or usk new kinds of resources.

Conflict and Negotiations (40 hours)
,

Participants will he prepared to

.

a) assist students, teacheik: i

administrators learn to respect and constructively deal with
others even when conflict exists, b) deal constructively with
intrapersonal and face-to-face interpersonal situations,
c), identify real .conflict, as distinguished from falsely
assumed ones, surface them and deal with them constructively,
'a -a) develop processes and prOcedurp for maintaining

..

anizational health and measuring le effects of otgani-
zational change.
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g,CKCROUND INFORMATf011: 1973-74

During the preceding school year the Seattle School Distric.t's

federally-funded Training Trainers for Intra/Inter:GroupConflict Resolu-

ti.on Program initiated a series of training events for student services

staff, selected administrators, teachers and community representatives4

4eSiSned to prepare't em 4s educational training consultants. During

school year 1973-74, the Cdnflict Resolution Program sponsored 210 hours

training in systems developed by the, Northwest Regional EducationarLab-

oratory. Approximately fifty District personnel completed the initial

training sears and most_ of these personnel have-expreSikd desire to

continue training inPreparing Educational Training Consultants systems.

Initially the Preparing Educational Training Consultants prograewas

planned for impleme,ntatioh over a three-year time span with the bulk of

training scheduled to occur oR weekends and non school dates. However,

due to pncertainties of Northwest Regional Educational Laboratory funding

beyond November 1975, a number of program changes are being considered to

ensvre,that apprOAimately half of the District participants who completed,'

the initial training- phase have opportunity ,ta\complete the remaining five-

hundred hours of training which comprises the PETC program.

The Preparing Educational Training Consultants training, program is

sequenced into three components, i.e., Preparing Educational'Training

4A

Consultants: Skill Veining (PiPC-11, Preparing Educational Training

Consultants.: Consulting'(PETC-II), and Preparing Educational Training

Consultants: Organizational'Development (PETC-III) and Prep aring Educe-
%

tiodal Training Consultants: Self-Renewal (PET Priothto dissemina-
,

111 NN-N.
tion of Preparing Educational Training Consultants materials each component

is thoroughly researched through a series of "field test" and 7impact*

4
4= '

*Preparing Educational Training Consultants;' Orgahizational Development (PETC-III)
and preparing Educational Training Consultants: Self-Renewal (PETC-IV) were
Somb.fned into one component--Preparing Educational Training Consultants:

,Organizational Devel'opment

197
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'studies." Once materials .hai.4 been'fiald,:tested and Meet specifications esta-

blished by the Notthwest.Regional Educationa Laboratory they are released for

commercial distrilyeltIon.- "TIogSms the development process are tested
ak. ' . ,

identified 'field sit&s:and are qitdetravailablE At ho cost to participants.

Of the three PETC s'yt-tems, only PETC-I ia?C'emmercially available; Preparin-
.

Educatiofial Training Consulxants: Consulting (PETC-I1) and,Prepar.ing Educational

Training Consultants: Organizational Development,(PETC=III) are in the final
1

stages of "field test" and instiuction and materials are,ava4lable to identified

field sites withbut cost.

During the.preceeding school.year the Conflict Resolution Program initiated

-Preparing Educational Training Consultants: Skills Training (PETC-I) training

in the Seattle School District with assurances from Northwest Regional Educational

Laboratory that Seattle woULdlte desigdated a ufield test site" forPreparing

Educational Tfaining Consultants: Consulting (PW-II) and PrepaMrrg Ed tional
' -

Training Consultants: Gc.ganizational Development (PET -III) systems. Th

\tiorthwest.Reginal Educational Laboratory, in consultation with District'

participants in. Preparing EdUcationai Training Consultants: Skills Training
,

(PETC-I), has scheduled Preparing Educational Training, Consultants,, Consulting

(PETC-I) and Preparing Educational Training Cons14tants: Orgapatlonal

Development systems for impiemehtation in'the Seattle area during school year

1974L75.

ljacertainties retarding continued funding of-the Northwest Regi,ona1

ational Ldboratory beyond npVember 30, 1975, has re-suited in'-proposed schOuling

'of some'training events daring the schoollIday to ensure comple-tion of training

events .for District personnel within the assured ftinding period of the

Of the thirty -two days required to complete the Preparing Educational Training

Consultants systems; seventeen are proposed for implementation during the school

day with the remaining fifteen scheduled forAkeekends.: The design of the

PrepAringEducational Training Consultants program requires participant

involvement in systems prograMs; each lev,e1 of Preparing Educational Training

Consultants has an .ao.sociated practicum:Where participants work with an

identified client -group in a,consuitant role. This design,accounts for the

45,day intervals between the.Preparing 4.dueational Training Consultants:

Organizational,Development (PETC -II1) training events. The use of release'

4 time also provid s opportunity for trainees' tto actively particikte as'

consultants to e uca nit's. 4nd to give focus to specified organizational

goals.
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ulo.4r:Im naerf=tion. 1973-1(i
k'.

'1a Decembor 19,73",'a voluntary'plan.r.n3 committee vas formed-to assist
1

.

i:. the imleol-e.nrption of the PLTC'seriss. The nine embers on ttls committee

,_tref.1,1.ct, the, composition of those who particiiated in the first 210 hctrslpf 4'0
i

4,tr fitting. Employin&.a shared decision -thking M6del, the' Manbing Committee

proidez1 assistance in the folrowing areas:*

. 1) Communications '

2) scNduling of events

'3) participant.-delection

registration

5) evaluation Y fa?

6)-linkage tith degrq -granting institutions
fr

do tollab.lratiOTI with the ETC Planning Commi ree, ,the Ebllowing,cuotas

implc.---entcd in s61eCting th:,_ fifty participa, S for PETC- I:

' 1) student services . 607

2) administration . 15'40

3) teachers ' '157-

4) comrunity 10X.,
41,, , \

The PetceI component uas limited to fifty participants; Research'Veiliz.!ng. .

TroMem Solving, Interpersonal. Communications,and Intei-personal

tl.r, ,sub-components of ?ETC I, were structured to accoMMpdate seventy7tvo A.
. . , Ar .. .participants, the assitional participants selected

,

on a risticome; first-

"ge,ive. basis. , ,

.
.

.

During June 1974,, forty -three of the fifty Candidates,fullfilled their, 4,

4r- e- ,. A - 1,4.
practicym requirements" b' conducting a series of Group P4pcess,Wills 1,61-k-

.
.

-1Ashops for approximately onq -hundred and fifty D an'District d community persons.
,

. . .
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Program Goals° SY 74-75

ri

t . .

1. Vroade additional resources to staff:. in the areassOf group process, p oblem

olving, decision mRking and interpersonal influence. 4
..

. ', lk.- I . Y .

,

preparatorv.skill training for staff prior to participation in Human rIelations
.

In-Servicetfraining . .

- assistance to staff isidevelopment and implementation of human relations, build-

ing2tevel, a$tion programs .

-,coordination, follow-up and support for''District efforts, in 'desegregation plari--

.

ing and implementation ,

. .
. I

444p.i,:

- .1

' Given seventeen days release time from regular assign/ents plus fifteenidgekend
days for training in Petc systems, each of the twenty -one participants selected.

to continue i.r the program will conduct One forty-hour workship for staff from
theSeattle Public Schools.in one of the following Northwest' Regional Education-

al Laboratory systtms: .
. .

Research Utilizing PcoblewiSolving - 40 hours

Jeterpersonal Communitatiobs '

.

14,49 hours .

,,-

Interpctsonal Inflnente ' 40 hours

Croup Process Skills.' 40 hours

4

.
.

2. To tdevelop a cadre of staff specialists capable .of idenifying and implementing
norms and structures that enable tUe organization to continuously moiify itself
to meet the changing needs of learners and the changing resources of the. system.

- management development in-service training for selected s chool personnel

-- provide staff opportunity for growth potential that addresses itself to the
present and/or planned needs of the system'

- provide training for staff for the development of a multi-cultural/multi-
ethnic integrat:ed, quality. educational program for all students enrolled in

the Seattle ''ublic Schools

- provide consultation to staff in organizational self-renewal

Cien approxinately 500 hour" training in PEtC systems, twenty-onetschool
,distrtct participants will be ablA tp (a) apply diagnostic and intervention
,itrategies in helping a school add, or strengthen nction needed to attain
an Institutional Goal of the Seattle School District,' ) will identify five
personal compentencies to be employed in deriving an exp 'cit rationale for
assuming a consultant role in a District School -in support of attaining an

'identified (c) will write behavioral objectives desived-to improve
learner ex lmces and,for contributing actively tb improved MY.) procedures for
their assig school, (d) help teachers, students, and'administrators learn to
respect and constructively deal with others even when conflict exists, (e) deal
constructively with intrapersonal and face to face interperso5001 sieuations,-(f)
identify real conflicts, as di§tingbished from falsely assumed ones, 'surface them
and deal with the constructively, (g) identify And implement norms and structures

200
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A
4

Lnable' the ,organizatio7 to ,conrinuously_modify
Z

itself to met the changing;
nd ttiltze chb a7irig resouces, (h) apply diagnostic nd intervention'

_techniques for nrganiza:jonal changes v.:itch build in,new norms and/or structures
to add and maintain functions so that the system ;41 have increased capability.
to 7_tet it own needs.

eV'

r

.

re,
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LCVOI .ieccription

1

a

Training Secitiance 1 -SY 73-74 Program
6 1

II

III

-r- d

Intergr.uj awareness, organ.
izetiona znalysis, needs
assess consultation
skills, an qdditional. "
training in ob m solv-
ing/ problem identifica-

Minimum.sompetency
level for administrators

S. Preparing I:ducational

Training Consultant,
II.

6. PiNcpacing Educational
Training Consultants

7. -Human Relations

lnservice Training
Workshop

: Basic inter/intra-personii i 1. !Zisearch Utilizing
: sklls, problem identif'i.-.

i Prbblem Solving
`cation /profiler solving and , 2. "Interpersonal Communi-
1 co.Timunica tion skills.-T

_
hIs I cations, Level II programs.

I is the minimum competency- 3. Interpersonal Intluence
level for, all staff. 1, 4. Group .Process Skills

'and student' services spec-

Inximum competency in
quman Relations skills,
knowledge of multi-ethnic,

malti-culturel resonrees,
organizationil problem
solving, conf4ct resolu-
tion skills, and develop-

,

ment of organizational

consulttion skilsis that
assist the system to in- .

creme its functional capa-

1

Fifty District. staff

received training in.,

the implemontacion of

Fifty DiStrict staff- I

received training in
PETC I systems' and

deminstrated capabil- I

ity to desi.gn apd im-

plemitncworkshops re-
sponsive to the needs
of school personnel* I

. 1

SY 74-75 Progr,:r,

.../L

Twenty-one of the 1.4strict

staff who cro.mpletcd.Level

Il training will be Selected
to received Level III train-
ing during SY 74-75.

dor

Preparing Educational
Training Consultantsfq

9. Conflict & Negotiations;

open to alt staff who success-
fully complete Level III
training. A Maximum of twenty
one participants may enroll.

0....1.0

1

t

2 0
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Re1 0tionshlo Foal inplpmentarion Requirements' 1 District Dividends

t:rained District staff' .Preplratoey skill training for Facility
will implement a mini- staff prior to pirti,cipationin naterials
mum of. one Level II pro- Human Relations In-Service Train Participants
gram per Di.strict Consor- ing Program. Consortia support/d.ndorsement

..Eachpcitticipant in

Preparing Educational
Tra.ining Consultants
II will provi'ne a mini-
.mum of nine hours consul-
tation to school human
relations committee for
developing' 0 olilding
level human !Clations
action plan.

Participants in Level ICI
will provide consultatio?i

to an educarional unit or
department and will assist
in 'the imp,lemeiltationlof

a District'plan to bring r

about reform in the educal
tional program.

CJ
O 2i.!.

4

Provide training in basic inter
intrapersonal Skills for staff
DeSip learning experiences for
staff conSiscent with District
gkpls, objectives and_indetifie
needs,

Assistance in developm,-,nt and %Five days release for each
implementation of staff develop- Pete IIpartiolpant,
ed human relations, building- Identification of client gr-
lev,e1 -action plans or programs. oups.
Management dev.elopment,in-servic 'Release time for participa-
training for ..elected school tion in Human 1:eLations In-
and administrative- personnel. Service Program.

Concultatiorr in organizational
development.

,

Twelve days release tits
,each'participant in PET

Assistance and consTi-til for
implementation of building-leve

[human relations action-plans.
Provide management development

training for selected staff and
administratoos.

for A cadre of staff competent to
III- 1.assist the organization renew

I itself, modify norms and in-
Identification of organiza- : crease its functional capabilit
tional client-groups. 1 Assistance in implpmentation,of
Costs for retreat facility. ! Desegregation-Integration plans
- \
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! pi

I. Schedule of Trnini4tv, ['vents

-(See Appendix -)

2. Selection of Trainees

1

The Preparing"Educational Training consultants Planning Committee;.

cooperation with Northwest' Regional Educational Laboratory senior trainers,"

will eStablish selection criteria, identify and recommend eighteen

candidates for continuation in the Preparing Educational Training onsaltalits

program., Three candidates have been selected by NI4RE1t for participation !

in the Preparing Educational Training Consultants program. Selection
1.

0,criteria should take into account the following information:

Preparing Educafional Training Consultants/Growth I

Rating.Form

Senior.Trainet Recommendattonis

Seattle School District Administrativerecotiimendatiois

3. Location of_Training Evejts

:Iequest for use of Pod Rainier Beach Nigh School, for all events .1 .

cxcebt the ":,vember 7 9 dates has been submitted to the Department
f

of Busirwss and Plant. Me-Conflict and Negotiations Training ;:Nc-nt

requires a retreat' setting and the attached budget equest inludos ,

.41/
or rcntal of r retreat facility for November 7, 8, and (!(.4.

/1
our of the proposed training dates conflict with the Human Relations'

. (-ask Force) In-service Trldining Programs use of-Pod an alternate!

location be sougtt for use on the conflicting dates.

4. Trainio;;,Oesic,nPequirements1)

Preparing Educational Training Consultants II:. Identification of six client

sYstys. These client systems could be building-level Human Relations

Committees developing action-plans/for implementation at their assigned

schools.

204 21
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Preparttig Educational Training Consultants III: Administrative authoriza-
tion to participate and identification 0 an organizational development
project. (See Appendix B for further detail.)

5..!:1En1Lcation of Training, to District Human Relations Needs

rack `participant in the PETC-prOgram ho utilizes release-timz

cw7"*---.1cr training, at no cost to tit Seattle School District,,

participate in implementing atleast one forty-hour weekend workshop,
.

for Seattle School District staff in one of the following systems:. .

.a) :research Utilizing Problem SOLving

-1-- r.b) Interpersonal Communications

c) Interpersonal Influence

d) Group Process Skills

"'ach school'targeted for desegregation during 197a 75 will be informed.

of the opportuhity for implementation of one of the four above mentIOned
;--:7ork,ihops in their building or consortium. Selection of a parLiCiaar

,:orks'oopsel cting workshop dates, enrolling participants, securing
pace; etc. shall remain a laal perogative. fotentiat workshop eacili-

4

tutors an: the prpgram manager for Conflict Resolution will be available
o itsi,ist in implementation of the program. Materials will be prodded

Dy '.11c progranl at no cost --to t,hesindividual school Of consortium.

'Ail remain as property Of the Seattle School` District.

6.Cr..!l_t,_quotIc and. Iluticipants

,Thrticipation should be purely voluntary. Three District In service

krcdits can be arranged for those participants who complete a work-
:hop *mat. The, ratio of participants to facilitators should not
(xceed:

a) Research Utilizing Problem Softeng

b) Interpersonal Communication,

c) Interpersonal Influen'e

0) Group Process Skills

2H

1:14r-

1:18

1
;

18

1:12

4
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PREPARING EDATIONAL TRAINING CONSULTANTS
TRAINING DATES AND TIMES,, ItHOOL YEAR 1574-75

Progra-,

Social Conflict &
Ne-otiative Problem
Solving
(21 persons)

Dates

Nov 7, 8, 9,

'Nov Alp

Preparing Educational Dec 6, 7, 8

gaining Copsultants II -B Dec 11, 12, 13

(9 p4rsonsP" Dec 14, 15, 16

Pre-paring Educational

Training Consultants II-A-Jan
(9 persons) Tan

an

Tan

Preparing Educational
Training Consultants

(3 persons)

Preparing Educational
Training Consultants
III-B

(18 persons)

All timas are
-:' All locations

P`

f06

Nov
Nov

Kov
Jan

Mar
Apr
Apr
Jun

10 ,

11, 12 _-

15, 16,

18, 19, 20

21 .

22

23, 24,...25

17, 18, 19
7, 8, 9,
20

21, 22

5,6, 7, 8,

oir

r.

netreat facilit7

(Consultation in assigned buildings)

A
Feb 21
Feb 22, 23, 24, 25
Mar ?I, 211

Ma) 2'7;V, it)

Jun 1, 2, 3

Jul 8,. 9, 10, 11

, 6 - 10 p.m.

6 - 10 p.m.

lob

unscheduled

udscheduled

unscheduled

8:00 a.m. to 5:00 p.m. unless otherwise specified
are Pod 43, Rainier Beach High School unless otherwise specified

f



to

A

4 Appendix E

Northwest Regional Educat oval Laboratory/
CAVitol County Public Schools

ploratory Letter
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Northwest
Regional
Educational
Laboratory

October 20, 1975

10

710 S W Second Avenue Portland Oregon 97204 Telephone (5031 248-6800

Dr. JOhn MartinsoR
Divisi Sup rintendent, of Schools
Capito County Public'Sgrools,
1118 Forbes Avenue

us,

Capitol City; Iowa

Dear John:

1

I was- sorry 'I was not able to stop in -to. see you when I was in CapitO1
dtity-,last summer immediately after the tpference at Jackson Hole. The
critical condition and ultimate deathof my mother neceoitated a quick
change-of plans, in ]siding cutting short my -visit in Capitol. I stopped

oN, by you office to y "hi" before I. left last Friday but you were out in
one of'the schools Maybe we can connect the next time I am in town.

The purpose of't s letter is to explore the possibility of extending
the collaborativ relationsk# between the.Northwestaegional Educational
Labbratory and Capitol County Public Schools.

When we started with the'24 staff Members in the management training
program (which we now refer to as PODS--Providing Organizational Develop
ment Skills), we did so'With the assumption that the training was relevant
to developfng some of the competencies needed by modern line aneltaff
edicational managers as well as iqternal educational training consultants
and teachers.

The. results to date (from data gathered .by Northwest Regional Educational
Labtratory and the Office of Staff Development and.Planning and Program
Assessment Office in Capitol City) have been extremely positive. Our
assumptions' have proved to be accurate and most of our expeCtations
have been fulfilled.

4

,Our practice to date in Capitol City has been tb provide a sequence of
workshops and then to step back and look at the effect's on 1) the
individuals receiving the training as well As 2) the (work groups and
subsystems in Capitol with which they were working before moving to the
next.g4orep of training activities. I wbuld now like to explore the
possibility of going one more step with you for the mutual benefit of
Capitol County Public Schools and Northwest Regional,Educational Laboratory.

216
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Our work -statement with the Natiopal Institute of EduAation askS us to
a) locate a school district interested in making structural, procedural
or curridular change and interested in having educational training,
consultants to support this effort; b) provide Preparing Educational
Training--Consultants training to, a selected group of district employees;
c) provide technical assistance, consultativ and support to the trainees
that will facilitate establishing and institutionalizing the new role of
training consultants; and d) document and evaluate the events that occur
as trainees are selected, trained and work with their client groups.

'I have discussed the working relationship Capitol County Public Schools and

NorthWest Regional Educational Laboratory has established with the Executive
Directorand others at the National Institute of Education. Needless to
'say, they are impressed with this kind of collaborative e4ort between a
successful regional labooratory ud'a forward-thinking, large, suburban school
district. = --t.

We at the NorthweAt Regional Educational Laboratory would like to invite
Capitol County School Districtto participate with us in carrying out the
scope of work requested of us by the National Institute of Education for,
1975-76.

Specifically, we would like to conduct Preparing Educational Training.
Consultants III: Organizational Development, in Capitol County Public
Schools earl in 1276 (February) for 18 to 22 people who are ready for
the training and desired by Capitol County Public Schools.

6.

In order for us to carry out the above, three conditions would need to
be met.

1. Capitol County School District would need to provide a statement

'Training

an interest in legitimizing phe role of Educational
'Training Consultant;

2. CapitolCounty School District would need to provide financial
support to help cover the costs for the 11 or 12 trips to Capitol
City for three people to provide the training and support for the
trainees as they acquire new skills, atsume different roles and
provide training and consultation for v4rious/Abgrodps in the
district;

3. Northwest Regional EducationalIaboratory would need to provide
Preparing Educational Trainini Consultants III: Organizational
Development training'for i8 to 22 people for.Capitol County School
District.

In responding to condition one above, it seems to me you could answer in
one of three ways. You could say:

1. You have sufficient evidence to justify establishing the role
of educational training consultant immediately (this would
necessitate making certain structural dhanges,which I will be
happy ,to 0-scuss with you), or

2i'
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2 You think it would hie goodifor Capitol County- Sc400ls,
to create this rOleand watz to move in that dieection
deliberately and intentionally, but not make the structural
changes required f implementationat:thi$ 'time,' or

. 0-

3. :You want to use this' year to explore toe notion.of legitimizing
this'role, i.e.; to provide Preparing Educational Training
Consultants III: Organizational Development training for 18
to 22 people this year, during which time they will carry put
an organizational development project in their own area or
division (if this makes the most sense) while, you critically
examine the activities and outcomes, at the:end of 1.Thich you
will make the decision as to whether or not the establishing

- the role of edu6ational training consultant in Capitol County
Public Schools makes sense.

At the end of the Preparing,Educational Training-Consultants III": Organi-
zational Development training, Capitol City Schdols will have-,the
capabilities to.provide as much of this-training as needed or desired,
by the-rest of the staff (teachers, line. and staff administrators and /-'
non-certificated personnel). Preparing Educational Tra44ng Consultants
III: Organizational Development graduates will also be able to provide
continuous consultation for any part of the school system on demand.

Ruth Emory, Rene Pino and I would like to meet with you,and other'' members
of your staff you feel need to be involved', on or.before Friday, October
31 to discuss these alternatives,` how we propose to be accountable to
you and hopefully provide any additional information neededto enable
us to reach an agreement to provide Preparing Educationar-Training
Consultants III: Organizational Development training in Capitol City
early in 1976..

The three attachments provide additional information to h6lp you see ,

. the potential power of having the Rinds of resources this program can
provide for Capitol.

I have discussed this proposal with Harry Neal, Bob Bush, Frank Remmis,
and Jack Hanlon. I have also held infAmal discussions with: Tom Weld,
Helen David, Harvey Green and Linda Hartman rega;ding the value of the
PODS program for Capitol County School District. Their reaction was
extremely positi;ie. Conducting Preparing Educational Training Consultants.
III: Organizational Development'in Capitol between February and October
1976 with existing funds appears to, be possible, desirable4and'feasible.

If I can provideyou with any additional information regarding anything
includ9a in this letter or the attachments, please do nbt hesitate to

.call me. I look forward'to seeing you again soon.'

Sincerely,

William T. Ward, Coordinator cc: Ed Hamilton
Office of Field Relations and Jack Hanlon
Dissemination Tom Weld

Improving Teaching Competencies
:Program

WTW : j b 213-
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